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ABSTRACT 


The Company Officer Program at the United States Coast Guard 
Academy is a system which assigns to each cadet company an officer 
of Lieutenant rank as an administrator. The Program was begun 
seven years ago in the Fall of l957. It has experienced various 
organizational problems because it constituted the creation of a 
new administrative "layer"! in a traditional system which had been 


in effect for up to 80 years. 


The general concept of this paper was to examine the Program 
through the medium of an attitude survey, to generate data 
revealing the beneficial and non-beneficial pressures to which it 
is subjected, its strengths and its weaknesses, and its importance 
in the overall Academy effort. Following this, it was the intent 
of the research to cite applicable management concepts, and 
because of the potential volatility of subjective opinions, to 
report a consensus of the respondents! views, and to provide added 
program definition through the construction of a functional guide 


for newly assigned administrators in the Program. 
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INTRODUCTION AND PLAN OF THE WORK 


In the Fall of 1957, at the United States Coast Guart Academy, 
a change was made in the Academy organization. A "Company Officer 
Program" was inaugurated. It consisted of the creation of a system 
of permanent billets for commissioned officers, one each to be 
assigned to a cadet company, for "command and administration" 
purposes. Since then, in an attempt to solve the organization 
problems that were generated, many changes have occurred in the 
Program. The inception of the Program constituted the insertion 
of a new "administrative layer" between the Cadet Corps and the 
Administration of the Academy. The problems have not all been 
solved. 

It was the purpose of this study to provide a historical 
evolvement of the Program and to reflect for the current management 
the confidential views of all those who have been involved with it 
since its inception. Questionnaires were forwarded to approximately 
seventy respondents in all grades from Captain to second class 
cadet to generate data concerning their attitudes, opinions, and 
suggestions. The paper constitutes a "consensus report" of the 
Program and a discussion of pertinent management concepts. The 
research is intended to produce data to permit the reader to draw 
individual conclusions, and to provide a functional guide for new 
personnel assigned to the administration of the Program. Chapter 
III constitutes that "guide" and is constructed as an "address" to 
new Company Officers, so that the Commandant of Cadets may, if he 


chooses, extract it for that purpose. 
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CHAPTER 1 
EVOLVEMENT OF THE COMPANY OFFICER PROGRAM AT 


THE UNITED STATES COAST GUARD ACADEMY 
I. BACKGROUND OF THE COAST GUARD ACADEMY 


Establishment of the Academy, The Coast Guard Academy was 
established through Congressional legislation in 1876,- The enact- 
ment provided that cadetship be established on the basis of a comp- 
etitive examination - a privilege enjoyed to the present day. 

Until 1910 cadet training was conducted on board training 
ships with the emphasis on engineering. In that year a site was 
chosen at Fort Trumbull, New London, Connecticut for the Academy 
establishment ashore, and in 1932 the site was again moved to its 
present location approximately five miles north from the mouth of 


the Thames River :in«New! bondon ..: 


Growth of the Institution. Over the years which followed, 
the Academy steadily grew to meet the expanding needs of the Coast 
Guard, At present the Corps of Cadets numbers about 625 cadets 
distributed over four clases involved in a curriculum which is 
as yet principally engineering oriented. Broadening of the pre- 
viously fixed curriculum has been occurring in recent years however, 
Maryland: United States Naval Institute, 1949), p. 121. 


2 
CG-111, Register of the United States Coast Guard, 1964, 


(Washington: U.S. Government Printing Office, 1964). 





and planning is now underway to provide courses of instruction 

which will offer the cadet some choice of a bachelor's program, 
Within a few more years a Corps of 900 to 1000 cadets is anticipated, 
The overall objective is to provide officers with sufficient educa- 


tion and desire for career service to meet the needs of the Service, 


The basis for cadet appointment. Fortunately, the clamor of 
highly available young male America for advanced education today 
fairly reduces the Service! quest for qualified applicants to the 
matter of selecting from a more than adequate list of applicants 
an entering class of the size required, Initial screening of the 
applicants is accomplished through the medium of a world-wide 
competitive examination. From the twelve hundred or so qualified 
applicants selected on this first cut, an "Entrance Adaptability 
Board" at the Academy screens again to the final list of eligibles 
which are ultimately offered appointments as cadets, The Board's 
criterion is 75% for academic achievement and 25% for factors such 


as indicated leader potential, desire, athletic skills, etc. 


Organization. Organizationally, the Academy is a military 
training command and an educational institution. Increased recog- 
nition is being given to the fact that while these two functions 
were not always traditionally synonymous, the reality of the ad- 
vancing technological requirements of the Service and the expanding 
role of the Coast Guard as a military service arm of the Government, 


is having its effect on the Academy. As a result, time emphasis is 
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heavily placed on the academic program. 

At the head of the organization is the Superintendent, a Rear 
Admiral, whose reporting senior is the Command.at of the Coast 
Guard in Washington, D.C. His broad functions are two-fold, namely, 
as Commanding Officer of a military command, and as head of an 
academic institution, His is the difficult task of keeping in 


balance the total objectives of the Academy, 


Institutional objectives. These objectives are first to pro- 
vide an atmosphere conducive to the gradual orientation of its 
cadets toward service careers, secondly to offer a level of academic 
scholarship to properly equip its graduates for the technical and 
administrative demands which they will face during their careers, 
and thirdly, to develop them physically to a level of fitness 


required of men subject to the call of military duty. 
II. BACKGROUND OF THE COMPANY OFFICER PROGRAM 


Expansion - The Program Motivator. The academic world since 
World War II has been a world of expansion. So too with the Coast 
Guard Academy, College administrators continually grapple with 
conflicting demands on their respective institutions. Advancing 
technology, industry, éscalating operating costs, and alumni pres- 
sures which vary in intensity with the institution, all vie for 
dominance in the administrative and academic policies for the 
various schools. Advancing technology calls for greater scholarship 


and emphasis on new disciplines, industry for particularized skills, 
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alumi for better athletic programs and SURE EIS NEUE. Signif- 
icantly, the Company Officer Program is an outgrowth of expansion, 


and a desire to reduce voluntary cadet attrition, 


The early role of the Company Officer. Prior to its inception 
in 1957, the Company Officer role was inadequately carried out by 
instructional staff officers assigned to it as one of many.odllat- 
eral duties, Officer availability for cadet counselling and advice 
was essentially nil - more on a "catch as catch can" basis. The 
entire Corps of Cadets, which then numbered about 500, was adminis- 
tered under the immediate direction of the Commandant of Cadets and 
his Ássistant together with a small enlisted clerical staff. The 
workload was overburdening at the time for these officers and much 


was simply left undone. 


The Cadet Corps prior to the Company Officer Program. The 
Corps at this point essentially disciplined itself under broad dir- 
ection from the Commandant of Cadets, The system, though faulty, 
had some excellent training and organizational features however, 
since responsibility delineation in the Corps was relatively clear 
and the opportunity for cadet officers to function in practice 
leadership roles was definitely existent, clearly defined, and 
necessary, 

Without available direction from a more mature level however, 

"Paul R, Lawrence, et al., Organizational Behavior and 
Administration (Homewood, 111.3 The Dorsey Press, Inc. and 


Richard D. Irwin, Inc., 1961), pp. 519-527. 
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the system necessarily led to excesses. "Barracks businesses" 

were becoming profuse - an "assumed" privilege of the upper class, 
Though the cadets did a surprisingly good job for the circumstances, 
to a degree, hazing was present. Through the efforts of outstanding 
officers in the Commandant of Cadets billet and a highly competent 
psychologist, a relatively successful “adaptability for service" 
rating system had evolved, Significantly perhaps, the attrition 
rate in the Corps was high, but with the exception of a period 
which roughly coincided with the Korean War, officer retention in 
the Service was also high, and the average rate of retention of 
junior officers beyond their initial service committments was 
throughout higher than that for the Naval and Military Academy 


graduates, ' 


III. THE COMPANY OFFICER PROGRAM 


Inception of the Program, By 1956, at least one proposal had 
been submitted to Headquarters suggesting the inauguration of a 
system of permanent billets for Company Officers to be filled by 
junior Lieutenants, The Superintendent finally implemented the 
Program in the Fall of 1957 by selecting from among the faculty 
the first six officers to be assigned to the new permanent billet 


of Company Officer, one per cadet company. 


"Register of Cadets and Former Graduates of the U.S. Military 
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Academy, (New York: U.S. Military Academy Alumni Foundation, Inc. 
1938-64) 





This was a radical change. Students of organization would 
expect reverberations. Ás a result of the previous experience 
with "collateral" Company Officers, one can readily appreciate that 
some cadets, faculty, and perhaps some of the Company Officers them- 
selves, failed to grasp fully the concept of the Program. It was, 
quite understandably, difficult to conceive of just what needed 
doing in the Cadet Administration Division that would require six 
additional full time officers. Imposition of this administrative 
"layer" in the organization tended to puzzle cadets, faculty, and 
Administration alike, The Superintendent, resolute in his desire 
to upgrade and modernize organizational procedures throughout the 
Academy, gave firm and particular support to the Program, The 
Commandant of Cadets was charged with its direct implementation, 
This change was distined to affect the Academy effort in a way that 
could never be measured, Few, if any, at the time, could have 
foreseen the difficulties that would be encountered before the 
Program would ultimately stabilize and meet its objectives, Two 
years after Program inception, the Qostello SINCE indicated "that 
at this time, the Program does not appear to have effected motiva- 
tion and goal orientation." The respondent" s comments in this 
study further show no conclusive proof that these factors have 
been improved. 


S John D. Costello, USCG, An Evaluation of the Company Officer 
Program at the United States Coast Guard Academy, (Monterey, Calif.: 


Published research paper, U.S. Naval Postgraduate School, 1959) 
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The original concept of the Company Officer Role. Initially, 
the concept of the Company Officer was firmly denied! to give 
that officer "command" over the cadet company. The word "command" 
is broad and subject to varying degrees of definition. Not unnat- 
urally one may not be aware that it must frequently be defined 
according to its situational aspects. Command!! for the Company 
Officer could not, for example, connote the same responsibility as 
that enjoyed by a unit commanding officer. Most "command" policies 
were and are necessarily dictated by the Superintendent or by the 
Commandant of Cadets by direction, Excessive diversity in operating 
policy between cadet companies obviously would destroy consistency 


- à most necessary ingredient in the training situation. 


The Superior-Subordinate barrier. Prior to Program inception, 
a classical example of the organizational "WE and THEY" situation 
existed; the "WE" being the cadets and the "THEY", the officers, 
instructors, administrators, êê It was really the "way of life" 
at the Academy, Everyone accepted it just as in industry we have 
"The Management" and the Employees", or "The Management" and the 
"Union", or what have you. This psychological barrier was always 


there, and in fact graduation from the "WE" into the "THEY" was an 


"Costello, op. cit., p. 13. 


Sibert J. Rubenstein and Chadwick J. Haberstroh, Some Theories 
of Organization (Homewood, 111.2 The Dorsey Press and Richard D. 
Irwin, Inc., 1960), pp. 161-167. 





institutional goal, Insertion of the Company Officer did not 

create a new "WE - THEY" situation, or "Cops and Robbers" as the 
cadets sometimes infer,” but rather brought it out into the open. 
There occurred a direct clash, which, in retrospect, is conceivable, 
It follows that a period of adjustment was to ensue before the 
Company Officer would be firmly established as a "tcounselor and 
advisor" and still retain the necessary function as the extension 
of the Commandant of Cadets in overseeing the discipline and 


discipline training with the Corps. 


Implementation of Change. A review of the verbatim comments 
solicited by research questionnaires in this study, as shown in 
the appendicies, will show that certain administrators, as might be 
expected, tended to lose patience with the E ae r? They perhaps 
expected to reap too soon the tangible results of this conceptually 
excellent idea. 

The fault of unfulfilled anticipation was not only limited to 
Company ore s Criticism from staff outside the Division was 
also in evidence, Effectually, the Coast Guard was attempting to 
alter the direction of an imbedded way of life which had existed 
perhaps for some eighty years. In that light, it is not inconceiv- 


able that ten or more years might be required, together with the 


See Appendix B, p. 150, 
1066 Appendix A, ppo 75, 83-84, 88, 91-92, 96-99, 102-105, 
106-108, 110, 113-116, 122, 127, 130-134, 


Mee. Appendix D, p. 199. 





assignment of highly competent administrators, to establish the 


change. 


Era effects on the organization and membership. The year 
1957 was some 22 years following World War II. American youth had 
undergone characteristic changes from the generation which preceded 
TÛ They tended to be better informed, Their formal schooling 
had been more extensive, more liberal, and more diverse, :.Their . 
horizons were broader, and for many, they had already achieved a 
higher level of formal education then their own parents. 

During the same period the Service too had undergone charact- 
eristic changes. Although still highly structured and formal 
organizationally, it too had become more "individually" oriented, 

A "Uniform Code of Military Justice" replaced the old "Deck Court" 
procedures, placing added burdens on commanding officers. One pre- 
vious Commandant of Cadets described it by saying "Democracy had 
come to the Services," Increasingly, the emphasis was now on 
"leadership", "consultative management", "conference procedure", 
and the "participative approach," Cliches such as "Morale consists 
of working them hard, feeding them good, and granting good liberty," 
were no longer sufficient. In every walk of American life at least, 
young people were and are clamoring for a sense of recognition as 
12َ John M. Pfiffner and Frank P, Sherwood, Administrative 


Organization (Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1960), 
pš: 281, 
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nindividuals .ol3 In the extreme, one witnesses the current problems 
on the Berkley campus in California. 

The cadets were no different. They too wanted recognition. 
There is reason to believe that while our youth today is better 
educated than their forbears, they may also possess a lesser level 
of maturity. As the Academy program adjusted to changing technical 
needs of the Service, it also had to adjust to the changing needs 
of the entering cadet. The Company Officer Program was the Academy's 


answer. 


Adequacy of evaluation and the "Whole Man" concept. This was 
not however, the only purpose of the Program. Except for peer 
ratings, there really was no adequate method for totally evaluating 
cadet "adaptability for service, Since frequent officer contact 
with cadets was until the Fall of 1957 non-existent, only academics 
were qualitatively and quantitatively adequate, Young men with 
high academic qualifications were occasionally commissioned only to 
turn out poorly because they lacked other factors necessary for men 
succeeding to leadership roles. In the rigid promotion structure 
of the Coast Guard this was particularly undesirable. 

A "Whole Man" concept was devised and proposed for cadet 
evaluations. The Superintendent considered that the Academy 
Executive Board should know that everything possible was being 

cn M. Pfiffner, The Supervision of Personnel, 2nd. edition, 


(Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1958), p. 238 and . 
Ds 257, 
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done to evaluate "leadership potential." Prior to commissioning, 
the Board required reasonable assurance that each of the candidates 
for a commission possessed a workable combination of talents, traits 
or characteristics, and a level of scholarly competence and maturity 
which would combine to produce a high probability of success as a 
commissioned officer, Thus an "elimination"! aspect was included in 
the "whole man" concept of which the Company Officer Program was at 
the heart, Again, a review of the transcripts of the appendices 
will reveal that some of the Company Officers felt that this facet 


tended to be over * s N.a 


The ideal role of the Company Officer. Ideally then, the 
prime function of the Company Officer was to: (1) maintain close 
and continual contact with the cadets of his company to observe 
them more fully, get to know them as individuals, and provide 
individual recognition of each to give them a necessary sense of 
importance; (2) To discover each cadet?s strengths and weaknesses; 
(3) Counsel and advise as necessary to strengthen weaknesses whether 
in personality, personal security, academics, one’s ability to work 
harmoniously and productively in the group atmosphere, personal 
appearance, etc., and to capitalize on the strong points; (4) 
Maintain adequate records of each cadet’s progress in academics 


(scholarship), in conduct (ability to conform to social and Service 


mores), and in adaptability (compound leadership factors). The 


— Appendix Ns Po 130. 
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Company Officer records all activities in which a cadet becomes 
involved, and attempts to form a continuing "whole man" evaluation; 
and finally, (5) When, in the "whole man" concept, it appears that 
commissioning would be detrimental to the cadet, the Service, or 
both, the case is to be referred to the Commandant of Cadets for 
further action which might be additional counselling, or even 
referral to the Executive Board for consideration of requiring the 


cadet's resignation. 


The case for adequate selection of Company Officers. The 
central position of the Company Officer in the Academy effort should 
now be evident as being directly keyed to the Coast Guard's long 
range goals, At Program inception, the Superintendent envisioned 
these men to be hand-picked for the particular talents required in 
the position. He recognized that although these characteristics 
are desirable in all officers, they are not all present in every 
successful officer. Most of our officers have experienced a rather 
"spoon fed't type of training common to most highly structured 
training institutions. Because success in military life always 
associates with obedience, and occasionally blind obedience, our 
people are, for the most part, accustomed to what is perceived as 
"traditional modes of behavior.' Change and uncertainty, and 
learning to deal with it adequately, is an ability generally refined 
in later years. This survey evidences strong suspicion among 


respondents, that selection criteria for Company Officers is 
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currently no better or no worse than that for other officer billets 
at the Academy. > 

The billet of the Company Officer requires an Officer of 
higher than average maturity, regardless of his achieved level of 
technical competence. So too it requires individuals who are 
openly enthusiastic for Service ideals, the meaning of the uniform, 
and an enriched interest and desire to understand and work with 
others. The Company Officer is required to be "shock trooper" for 
the Administration because his assignment is to penetrate the ever- 
present "WE - THEY" barrier. Because each year there is a new 
class of cadets, every two years a scattering.of the second: 
class, and every fourth year a new Company Officer, that officer 
must do it repeatedly. He must possess a kind of "spiritual 
Stamina" because he cannot, with assurance, assess his own success 
in the job by maximizing job satisfaction in the ordinary terms. 


He must be able to take satisfaction almost solely in the giving 


of time, energy, and talent, 


The effect of collateral duties. It was earlier noted that 
Company Officers were also needed to help shoulder the increasing 
purely administrative burden of the Commandant of SERIE aM AS 


class scheduling and changes thereto become more detailed and 


complex, as the athletic program expands rapidly, as the Corps 


15 
See Appendix A, p. 101 and Appendix B, pp. 145 and 163, 


heste Appendix A, pp. 64-65. 
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itself grows and the cadet activities multiply and cadet group 
movements increase - the associated paperwork spirals. Additionally, 
methods of training in adaptability and its evaluation become more 
sophisticated and data processing methods are further introduced. 
Correspondence with the parents, with other Coast Guard activities, 
and with the Congressmen continue to increase. Detailed summaries 
of cadet records are required for Executive Board reviews. All 
these items, and hul more, add to the requirements for additional 
officer assistance. As the Corps expands so too must the staff of 
the Commandant of Cadets. These latter responsibilities are those 
which generally have escaped scrutiny by cadet and staff critics 
bike tl 

These duties, however necessary, do tend to detract from the 
Company Officer's prime function - continual cadet eH. This 
survey also probed the possibility that "non-significant" collateral 
assignments might be detracting from that prime function. Certain 
collateral assignments made from outside the Division have no 
bearing whatever on the Company Officer's primary duties The 
verbatim transcripts in the appendices tend to indicate that 
Company Officer availability to cadets is infringed upon by collat- 


eral duties. 


17 ፥ 
See Appendix D, pp. 197 and 201. 


ርር Appendix A, pp. 132 and Appendix B. p. 163, 


Lee Appendix A, p. 65. 
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In reviewing the verbatim transcripts of questiomaire 
results, it is suggested that the reader keep in mind the manage- 
ment premise that complaints seldom define the source of difficulty 
squarely, and that in organizations of any size, from family units 
to large corporations, knowledge of member attitudes might produce 
subtle clues as to the real problems requiring the attention of 


management, 
IV. THE PERSPECTIVE FOR PROGRAM EVALUATION 


The effects of change, Because this program is not primarily 
designed to produce efficiency in the sub-organization of the 
Academy as much as in the larger organization of the operating 
Coast Guard, a true evaluation, if at all possible, must be within 
the latter, The natural tendency however, is for those immediately 
concerned, to try to measure its success at the Academy. The 
purpose of this study was to take a more broad view, to look at the 
Program as it has functioned over time, and to test current cadet 
reaction to it. In spite of the great policy changes which have 
been occurring within the Program since its inception, or perhaps 
because of them, many of the percentage tallies of cadet attitude 
responses have not significantly changed since LCDR John Costello's 
study of five years ago. 

A majority of the respondents in Appendix A offercd the opinion 


that change has been too often and too frequent to permit adequate 
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opportunity for stabilization. Change however, was to be 

expected, but as always in the organization sphere, it deserves 

the utmost consideration as to long range effects prior to implement- 
ation because of the now well-founded concept of human resistance 


to change and the possible multiple r 


Program definition. The Company Officer Program can easily 
be defined in time-honored generalities, i.e. to produce leaders, 
to develop administrative skills, to mould character, to create 
self-discipline, to orient cadets to the Service, and to provide 
opportunity for the practice of leadership. The "how of these 
objectives is quite another matter. Concentration on Program 
definition has obviously (from survey) been difficult, This might 
provide a first clue, from the management standpoint, as to why so 
much change is still taking place in the Program, and why stabili- 


zation, though nearer, has not yet been achieved. 


The operating concept. Over the past seven years, through 
experience, the broad concept of the Company Officer has been 
gradually altered from one of "command" to one of "administers a 
cadet company." Both broad definitions are, in themselves, 
inadequate to serve as a functional guide to Program administrators, 


But for the organization theorist, the latter is considered some- 


209 Appendix A, p. 87. 


— L, French, The Personnel Management Process, Human 
Resources Administration, Chapter 24, (Boston: Houghton Mifflin 
Co., 1964), pp. 468-475, 
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what more satisfactory in view of the general military connotation 
of the word "command" and the fact that Program administrators are 
military by training and experience. The Company Officer actually 
exercises "functional" authority (as a staff assistant) as opposed 
to Linen authority (which the line officer holds). This change, 
published as of the Fall of 1964, appears to be a major step of 
clarification and an advance toward possible stabilization and 
understanding on both sides of the "WE - THEY" barrier. 

In the Costello Study, the specific duties of the Company 
Officer were seventeen in ሸር Of these, at least six are 
currently not performed as originally stipulated. Experience has 
shown that at least during this early period in the establishment 
of the Program, they would not work. For example, at the moment 
the disciplinary function of the Company Officer is being reduced 
tremendously in an effort to provide for the Company Officer a more 
advantageous atmosphere in which to function more effectively as a 
counselor, Cadet’ responses indicate, as might be expected, enthusias- 
tic reception of the change with but a few disdeneers, ^ Only time 
will tell if this change will produce the desired effect. It could 
conceivably become "old hat'* with the cadets, and if the Company | 
Officers perceive this as a "dimunition of their authority," their 


subsequent behavior could also cause the opposite of the desired, 


^^Costello, loc. cit. 


236 مخ‎ Appendix B, p, 169 and p. 171, 
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effect, and their authority, the essential ingredient to good 
counselling would be lost if it is so perceived, Organizationally 
this change is an attempt to reduce the "clash factor" still present 
in the system and touted, perhaps prematurely if not ignorantly, 

by observers within and without the Program at the Academy. 
Questions concerning inter-departmental support at the Academy 
indicate a need for increased communication and possibly education 
of staff members to the real essence of the Program objectives. 

The Program, the respondents conclude, is too important to be taken 
lightly because of its great potential for the Academy CFO 
They indicate a conclusion that if the cadets should decide that 
discipline is the sole responsibility of the Commandant of Cadets, 
then Company Officers, no matter their abilities, will be ineffect- 
aa Some of the respondents indicated that they receive tele- 
phone calls frequently from the instructional staff asking questions 
that could easily be answered by a simple referral to Academy 
Regulations. There are several possible reasons for this. First, 
the staff, in part, may actually conclude that only Company Officers 
should be the authority on the Regulations; second, staff members 
may actually be in doubt as to whether current policy, as applied, 
is still in consonance with the Regulations as published, this 
resulting from too frequent change; and thirdly, it's quite 


possible for the Company Officer to "perceive" the the former has 


24 š 
See Appendix A, pp. 111-1131: 
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occurred when it has not. 

At the Fall Assembly a few years ago, a Superintendent, 
addressing cadets and staff alike, stated that the Academy 
Regulations were binding on all hands, and that everyone, without 
exception, has an obligation to support, be familiar with, and 
enforce them. As the Academy source staff percentage decreases, 
the need for increasing emphasis on staff education and inter- 
staff communication on the subject of the military heart of the 
Academy's reason for existence becomes more obvious, As any 
organization grows, its parts tend to become segmented and the 
overall objectives obscure, 

The Cadet Administration Division is a team, Expansion to 
date, and more particularly in the future, has made it so that 
Divisional goals will not be achieved effectively without the full 
mutual cooperation of all the parts of the organization. The 
Commandant of Cadets, his Assistant, and the Company Officers as 


their extension, are one, and must so function. 


Career Development - an integrated responsibility. This is 


not however to say that the office of the Commandant of Cadets has 
sole responsibility for the development of career oriented officers 
for the Coast Guard. Because the relative exposure of cadets to 

the academic and athletic programs is so great, the good that is 
effected in one area can easily and perhaps thoughtlessly be negated 
in another. For the three main exposures to which cadets are 


subjected, (military, academic, and athletic), positive integration 
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of the methods, mind, and purpose of each into a central mode - 
that of development of "informed desire for career" is the essence 
of the Academy's reason for being. Vigilance is always necessary 
least "Academy spirit" be developed without its necessary running 
mate, "service spirit. 126 To contain the natural centrifugal 
tendencies of the three thus requires a high level of management 


competence, 
V. THE APPLICATION OF MANAGEMENT CONCEPTS 


Suboptimization. In today's management circles, and partic- 
ularly in the Defense Department Management, a whole new vocabulary 
is in use to describe many of the concepts applied. The imprint 
of a work entitled "The Economics of Defense in the Nuclear Age" 
by Charles J. Hitch - present DOD Comptroller, and Roland N. McKean 
- a noted economist, is clearly evident in Secretary MacNamara'ts 
management policies throughout the establishment. One such term 
which has had a profound impact is "suboptimization.?? 

"Suboptimization' describes a condition in an organization 
wherein an individual or a sub-unit maximizes his/its performance 
at some expense to the total organization optimal performance, 


Such was the conclusion of many viewing the inter-Service squabbles 


of recent history. The term is injected here to further define the 


26556 Appendix B, p. 171. 


“Charles Je Hitch and Roland N. McKean, The Economics of 
Defense in the Nuclear Age (Cambridge: Harvard University Press, 


1963), pp. 161-164. 
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difficult function of the Superintendent of the Academy in balancing 
departmental objectives so as to optimize the mission of the Academy. 
For example, academicians seek scholarly achievement, the Commandant 
of Cadets militarily oriented graduates, and the Director of Ath- 
letics wants the best in the way of training winning athletes. To 
seek otherwise would not be rational for competent individuals. All 
these three, vying for the available scarce time, talent, and funds, 
tend to be, to a degree, in opposition. The more competent the Div- 
isional leaders are, the more pronounced the opposition is apt to 
be, The problem then is to find that particular mix which will 
meet the Coast Guard's overall objectives in the Academy, which as 
noted earlier, are to: 

(1) Provide that atmosphere and training which will create in 
cadets a desire for a Coast Guard career, 

(2) Provide the Service with officers of sufficient scholarly 
achievement to meet Service needs, and 

(3) Produce a product with a level of physical skill required 
of all men subject to the call of military duty. 
Each of the three main exposure areas tend to contribute more or 
less to each of the objectives listed above by contributing some- 
thing to the mental and/or physical disciplines required in each, 
The Academy management then, seeks to maximize the first objective, 
and given this, to optimize accomplishment in the second and third 


T Howe Jones, Executive Decision Making (Homewood, Ill.: 
Richard D. Irwin, Inc., 1957), po. 235. 
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because success in th: Latter two without success in the first is 


for naught. 


The pressures on management. The pressures of the management 
problem are accountable, Upon arrival, the Superintendent finds his 
organization ready-made, in many ways, fixed. He may lack, to some 
extent, background in academic and athletic administration and thus 
requires heavy reliance on staff advice, Like top managers in all 
large organizations, the billet calls for great skill in decision 
making because many of those decisions have such long range payoffs 
for the Service generally. 

In addition, the Academy management is somewhat of a divided 
entity. Even the central authority is split between the Superint- 
endent and the Commandant in Washington. In most industrial 
organizations, the President, Chairman of the Board, or the Board 
of Directors exercises ultimate authority and responsibility for 
both policy and operations. At the Coast Guard Academy, the Super- 
intendent usually exercises full responsibility for operations and 
only partial responsibility for policy. This is because the 
-Academy is a sub-unit within a larger parent organization - the 
Coast Guard. Further, with regard to certain important decisions 
effecting cadet and Administration attitudes, often neither he nor 
the Commandant, but rather the Assistant Secretary of the Treasury 


is the controlling factor. 


^ 


The foregoing was inserted to make an important point, The 
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Company Officers, as the "first-line" administrators in the Program, 
involved with all three major exposure areas, must have an abiding 
appreciation of the bounds of their superiors if they are to have 
the right answers for the cadets and if they are to maintain their 
equilibrium and epitomize consistency of approach for the | 
They must be able to "ride with the punch," be idealists yet func- 
tionally practical, and devise means of accomplishing, without loss 
of consistency, that which is most difficult in any organization - 
the implementation of change. The Company Officers — be a known 
entity with the age group with which they work. Later, as their 
careers progress, the cadets will learn better to adjust to perceived 
ን ር. But in the present, while desirable habits are 
being formed, confusion should be minimal, If the Academy atmos- 
phere is contradictory or confusing, so too will be cadet determin- 
ation to achieve a career of service. Of all of the upper class 
cadet respondents to this survey, 31.0% indicated either "Not or 
"Probably No" to the question, "Do you intend to make the service 
your career?"t, while 10.3% answered 'tYes'* and 58.6% indicated 


31 
"Probably Yes." 


The key role of the Company Officer. The responsibility for 


consistency is of course everyone's prime responsibility at the 


a See Appendix B, p. 180. 


u> Appendix B, pp. 171 and 180. 


51566 Appendix B, p. 174, 
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Academy. But the Company Officer is the Administration's prime 

point of contact with the cadets - and must be if the Program is 

to provide the information and counselling assistance desired, 
Consistency then is the Company Officerts "Golden Rule." So key 

is the position of the Company Officer that if the best conceived 
program were operating and stabilized, he (collective) alone could 
destroy it - just as the foremen on a manufacturing assembly line 

can literally reduce efficiency to the point of running an industrial 
organization out of business. Every Company Officer should place 


high value on his position. 


Survey indication of need. The general concept of this paper 
was to examine the Company Officer Program through the medium of an 
attitude survey; to discover the pressures to which it is subjected, 
its: strengths and weaknesses, and its importance in the overall 
Academy effort. If successful, it should then provide, in some 
form, a functional guide for Company Officers - something perhaps 
to permit self-appraisal and a partial filling of the possible void 
of a sense of measurable accomplishment. That guide should specify 
relatively detailed concepts to assist them in guiding their own 
behavior so as to be successful in the billet, Every conscientious 
officer, regarding his job, asks, "What is required of me? What 
am I to do? How am I to do it? How can 1 do it best?! Company 
Officers have been asking themselves these same questions. The 


answers are not always simple nor clear, The broad spectrum of 
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responses in the survey, even allowing for the usual shortcomings 
of questionnaires, would indicate the need for a published "guide" 
to fix firmly the perspective of the billet. Company Officer 
morale should be equal to or higher than cadet morale. 

Because the Company Officer fundamentally deals in human 
behavior, its direction, observation, guidance, and evaluation, a 
discussion of concepts is considered to be more useful than a simple 
listing of the variable specifics of his job. The following chapter 
is designed for this purpose. It may be used as a format, or a 
source of ideas, or perhaps extracted directly for use as a "Guide 
for the Company Officer," in the hope that the purpose of the 
Commandant of Cadets and the Coast Guard in the Academy may be 


more adequately served, 
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CHAPTER IV 


THE SUMMARY OF SURVEY DATA 


I. INTRODUCTION 


The Perspective of the Survey, The extensive data included 
1n Appendices A through D are summarized in this chapter. The 
appendices themselves are the verbatim transcripts of the research 
data generated through the medium of questionnaires, It is the 
researcher's opinion that sufficient detail is provided for possible 
future periodic re-evaluation of the Company Officer Program, It 
was not the primary purpose of the research to draw conclusions 
but rather to furnish information basic to "decision areas" and to 
determine the relative importance and significance of the "decision 
areas" to the success of the Program as an integral contributor to 


the timely accomplishment of the Academy mission, 


The Scope of the Survey. The scope of this survey included 
a total of 43 officers and 30 cadets. Ninety-two percent of those 
contacted responded to the questionnaires indicating a high level 
of interest in the Program, Only one junior respondent felt that 
many of the questions were too subjective, argumentative, or 
improper and so indicated in lieu of expressing his views. Each 
item in this chapter is footnoted to refer to specific responses 


in the rather extensive accumulation of data, 
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II. SUMMARY OF DATA FROM APPENDIX À 


The following is a summary in brief of the survey data 
submitted by officers who previously or are now serving either as 
Company Officers, Assistant Commandant of Cadets, or as Commandant 


of Cadets. 


l. The Company Officers consider that the time they have 
given to clerical work, writing revisions to publications, and 
contributions to cruise operation orders is disproportionately 
great for the relative importance of these functions. They also 
indicate that insufficient time is given to correspondence with 
parents, conducting classroom instruction, and barracks inspections, 
- the latter a logical expectation perhaps in view of the recent 


changes. ^ 


2. The survey indicated that on the average, the Company 
Officers felt they were spending 27.6% of their time involved with 
"non-significant" collateral duties, and 17.0% of their time with 
"significant" collateral duties. "Significant" here means 
"contribution to my primary function." The remainder, or 55.4% of 
their time, on the average, was therefore given to the basic 


functions of the Company Officer. 


3 eee Appendix A, p..64. 


53566 Appendix A, p. 65. 


28 





yp! 


3. Regarding their estimate of the "ideal" background for 
officers filling the Company Officer billet, the mean of opinion 
called for maximum billet diversity in four years of commissioned 
service, with the definite inclusion of staff and junior command 
billets. Further, they felt that these officers should be care- 
fully selected with the specific job requirements in mind, and 


34 
that those who request such duty should be considered. 


4. On a rank ordering basis, the officers indicated, that of 
all their functions, the emphasis had been given to counselling 
and guidance first, to clerical and staff work second, to discipline 
enforcement third, collateral duties fourth, and lastly, leadership 


e و‎ 
training activities, 


5. As to possible conflict between the disciplinarian and 
counselor roles, the responses ranged from one extreme to the 
other. The literature in this area clearly indicates that they not 
only can be compatible but that the counselor must have a basis of 
authority from which to counsel from. However, this activity 
requires individuals of astute perception and understanding as well 
as maturity, 69.0% of the cadet respondents felt that the two 


roles were compatibles ° but 66.6% of the officers saw no conflict, 


55666 Appendix A, p. 66. 


55666 Appendix A, p,.74, 


59566 Appendix , p. 139. 
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the remainder criticizing it in varying degrees. This would tend 
to indicate that, as inthe study of five years ago, that Company 


3 


Officers still tend to dominate interviews 8 and that cadet contact 


is not yet sufficient, 


6. 86.6% of the officers stated that they allowed cadets to 
operate with a minimum of direction from the Company Officer, ? On 
the other hand, only 68.9% of the cadet respondents agreed with 
this, and 48.3% indicated that the Company Officer shows an interest 
in improving cadet leadership. ® 41.4% felt that Company Officers 


Û 46.6% of the Company Officers indicated that tight 


42 


were helpful.” 


class schedules were a hindrance to contacting cadets. With the 


increasing diversity in the academic curriculum, the need for 
increased cadet contact will become more apparent, Collateral 
duties might therefore have to be reduced if these figures are to 


be improved. 


37 
See Appendix A, p. 74. 


S This error in underestimating the degree of dominance in 
various phases of counselling is well known in the field of 
personnel counselling. For further college level discussion, 
see: Gladys C. Murphy, "Counselor Dominance' (Doctoral dissertation 
presented a New York University, April, 1958), Dissertation 
Abstracts, XVIII, No. 4, (Ann Arbor: Univ. of Michigan Press, 


1958) pp. 1358-1359. 


see Appendix A, p. 78, 


ግ Appendix B, p. 145. 
《See Appendix B, p. 139, 


ር Appendix A, p. 81, 
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7. On the average, the Company Officers do not feel that 
any of the cadets are adequately counselled - the "unsatisfactory" 
cadets with 89,9% adequacy and ranging down to 17,0% adequately 


43 
counselled for "above average" cadets. 


8. At the time of assignment, 86.6% felt they were inadequately 
prepared with specific background in guidance and counselling 
procedures, 53.4% inadequately prepared in leadership training tech- 
niques, 33.3% felt they lacked some understanding of the basic 
objectives of the Program, and 60.0% felt that they did not know 
specifically what was expected of to ^ À majority indicated a 
need for added preparation in basic psychology (66.6%) and in 


guidance and counselling techniques (80.02). 


9, Responses as to the general effect of the Program were: 
33.3% indicated that 'tit definitely improved the quality of the 
Corps,'t 60.0% that the "Program, while conceptually good, has 
vacillated in policy too much since inception to gain a solid 
footing in the overall scheme of things." Only 6.7% felt that it 


actually “hindered accomplishment of the Academy ን © 


4 
— Appendix A, p. 83. 

see Appendix A, p. 85. 

^5dee Appendix A, p. 85. 


46see Appendix A, p. 87. 
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10. 53.4% of the officers in this category indicated insuff- 
icient support from other departments, 9 and 73,3% that Academy 
staff personnel in general did not have an adequate appreciation 


48 
of the role of the Company Officer, 


11. 40,0% of the officers indicated that selection for 
Company Officers is not sufficiently refined. and nine officers 


A ; 50 
indicated possible structure weaknesses effecting the system, 


12, As to significant changes in the Program since its 

inception, the following were listed: 

a. Sells Coast Guard better to cadets, 

b. Amore sensitive "elimination" procedure has been 
developed. 

c, Counselling activity has greatly increased, 

d. Program is slowly increasing in importance as the 
sole remaining link with military atmosphere. 

e, Cadet entertainment by officers in their homes has 
increased. Encouragement from Superintendent level, 


f. The Program has eliminated the likelihood of hazing. 


MET Appendix A, p. 9l. 


49፡56 Appendix A, p. 96, 


` See Appendix A, p. 100, 


OSee Appendix A, po 102. 


Ge Appendix A, pp. 98-100, 
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Information exchange (communications) with other‏ ,ع 
departments has increased,‏ 

h.e The total program has become less militarized, 

i, The adaptability rating system has been further 
refined, 

j. Record keeping procedures have been streamlined, 

k. Program has brought Regulations more into line with 
the changing reality of cadet life, 

l. Increased staff reliance on the Company Officer, 
perhaps excessively. 

m. Establishment of the Cadet Activities Fund and its 
operating machinery. 

n, Operating concept has been altered from "command" to 
ttadminis ter. tt 

o. Company Officers were restricted from collateral 
duty assignments from outside the Division, and then, after a time, 
opened up to them again. 

p. The Company Officer's offices were moved ont of the 
company areas. | 0 EIL SEEN | (EI um 

q. Standards for uniforms were raised and stabilized. 

r. Exchange weekends with sister Academies inaugurated. 

Ss, Deemphasis of class distinctions. 

t. Mandatory study in the evening eliminated. 


u. Cadet liberty hours have been greatly increased, 
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v. Mandatory cadet involvement in athletic pursuits two 
out of three seasons per year, 

w. Corps now largely decimated during weekend reviews 
due to increased ۱۵۷۵۲ group activities, 

13. 65.0% of the officers considered their billet to be more 
significant to the Academy mission than other Lieutenant level 
billets at the Academy. 30.0% felt it was equally SERE GE 
26.7% found it more challenging, and 60.0% equally challenging 


with other billets in their experience. 


14. 66.7% indicated a need for additional clerical assist- 


54 
ance. 


15. Of those Company Officers who had served in both a 
Company Officer's and an instructor's billet, all felt that their 
job as a Company Officer was less clearly defined. 71.4% felt 
that being a Company Officer demanded more of their time, was 


55 
more challenging, and more personally rewarding. 


16. All the Company Officers indicated that the Program 


۱ : ; ; ; 56 
gained an increase in acceptance by the Corps during their tours, 


52 
See Appendix A, p. 111. 


ን Appendix A, p. 113. 


5466 Appendix A, p. 113. 


??See Appendix A, p. 117. 


565656 Appendix A, pp. 119-121. 
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17. With regard to psychologist' assistance (available on 
request), 21.1% felt it was indispensable, 42.1% quite helpful, 
36.8% somewhat helpful." Of the statistical records generated 
through the psychological testing program, 9.5% felt it was 
indispensable, 52.4% quite helpful, 19.0% somewhat helpful, 19.0% 
ን = Further, 57.9% indicated that additional staff 
psychologists would have helped them in the counselling function. >> 
Company Officers reported an average estimated correlation of 
approximately 64.5% between initial psychological test results 


and witnessed subsequent cadet performance, 


18. As to Company Officer attitudes relative to Executive 
Board appearances; 33.3% felt that therir opinions were given 
heavier consideration than the record, 28.6% equal consideration 
with the record, 19.0% less consideration than the record, and 
19,0% felt that the Board often considered neither as being 


۱ 60 
pertinent. 


19, Opinion was split equally among these officers as to the 
ideal tour length for a Company Officer; half chose three years 
and the other half, four — giving sole consideration to the 


accomplishment of the mission, When asked to look at the tour 
e ۱ 
See Appendix A, p. 121, 


5856 Appendix A, p. 122, 


"mid, 
DO 
See Appendix A, p. 124. 
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length strictly from the personal viewpoint, 6.6% felt that two 
years was "ideal", 60.0% chose three years, and 26.6% chose four 
years. One man chose one year. Only 26.5% had been cadets under 


the Company Officer ን ኔን ` 


20. Given a hypothetic choice of assignment between the 
billets of Company Officer and Instructor, 53.4% of the Company 


Officers chose the Company Officer Ie - 


21, Ten officers submitted comments solicited under the 


final question, "Do you have any other ی‎ ° 


III. SUMMARY OF DATA FROM APPENDIX B 


The following is a summary in brief of the survey data submit- 


ted By cadets of the first and second classes (1965 and 1966), 


l. 58.6% of the cadet respondents indicated that most of the 
cadet contacts with Company Officers were initiated by the Company 
Officer and that the reasons for contact, in order of decreasing 
frequency, were; 

a. Adaptability 
63556 Appendix A, p. 124. 
see Appendix A, p. 127. 


SS Appendix A, pp. 129-135, 
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b. Administrative (special requests, requisitions, etc.) 

Co Academics 

d. Conduct 

e. Personal Matters 

f. Company and Varsity athletics 
On the other hand, they felt that the Company Officer placed 
emphasis as follows: (a. = greatest, f. = least) 

a. Adaptability interviews 

b. Enforcement of discipline 

Co Academic interviews 

d. Conduct interviews 

€. Administration 


A : - 64 
f. Direction of company activities 


2. A slim majority (51.7%) of the cadets felt that the 
Company Officer understands both sides of the question where adapt- 
ability was concerned, and greater majorities prevailed in conduct 


and academics. 


3. As in the survey of five years ago, the cadets indicated 
strongly that interviews were not frequent enough and that the 
Company Officer was usually unavailable when they wanted to see him, 


There was sufficient indication that Company Officers still dominate 


Bloe Appendix B, p. 138. 


see Appendix B, p. 139. 
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interviews more than they realize, 41.3% felt that in some way 


(as indicated in the transcripts), the Company Officers were 


functioning improperly. °” 


4. A majority felt that the Company Officers were following 
the cadet chain of command and allowed cadet officers sufficient 
freedom in the direction of company activities. Less than a 
ma jority indicated that the Company Officers did not offer con- 
structive criticism in leadership procedures (agrees with Company 
Officer's feelings concerning inadequate backgrounds), and showed 
little interest in assisting and improving cadet leadership. 79.3% 
felt that Company Officers were not sufficiently highly selected 


for the — 


S. 55.2% of the cadet respondents indicated that they felt 


69 
there were weaknesses in the system and so indicated. 


6. As for the beneficial features of the Company Officer 
Program, the cadets cited the following: Y 

a. Provides the only readily available source of officer 
contact for information about the Service or service life. 


b. Provides cadets with an officer he can see without 


infringing on his other duties. 


6 
NA loc. cit. 


see Appendix B, p..140 
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See Appendix B, p. 145. 


see Appendix B, pç.145, 


see Appendix B, pp. 148-151. 
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c. Is a useful record keeping system with academic, 
conduct, and adaptability feedback for cadets. 

d, Provides a counselling mechanism. 

e, Provides a means of disciplining problem conduct 
offenders. 

f. Provides an officer contact who has been through the 
system before and has an understanding of a cadet's life and 
problems, 

E. Is the only means of prodding the first class to 


insure that they do their job. 


7. On the average, the cadets feel that the Company Officer 
billet is equally significant with other Lieutenant level billets 


on the Academy staff, 


8. The respondents also indicated that the ideal Company 
Officer should have as diverse a background as is possible after 


graduation and prior to assignment in the pil ss i 


9, The cadets, by and large, feel that the Company Officer 
should be an administrative assistant to the Commandant of Cadets 
with limited disciplinary functions. They felt that he should be 
a staff officer, issue staff advice, staff counsel, and operations 
assistance up and down the line, but not in the line, While the 


foregoing was perhaps the average conment, extremes were also 
7) 


ا 
See Appendix B, p. 152,‏ 
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10. 51,7% of the cadet respondents indicated a desire to be 
assigned as a Company Officer - in spite of their criticisms, In 
the same proportion they preferred assignment as a Company Officer 


1 73 
to that as an instructor. 


ll. In response to the question, "As of now, do you intend 
to make the Service your career?", 10.3% answered "Yes," 58.6% 
answered "Probably Yes," 24.1% said "Probably No,'! and 6.9% said 
"No!" - or a total of about one-third of the first and second class- 
men polled were on the "No!! and "Probably Not side of the question. 
Since this question was not asked five years ago, there is no way 


of evaluating its future significance. 4 


12. In response to the question, "Do you have any other 
comments?", the responses were sufficient in number and feeling to 
indicate further extreme sensitivity to the Company Officer Program. 
Perhaps the greatest benefit of an attitude survey is not so much 
the specific comments as is the assessment of the impact of the 


75 
Program on cadet thinking, 


“¿See Appendix B, pp. 156-167. 


73gee Appendix B, p. 174, 


4 : 
ú See Appendix B, pp. 174 and 177. 


A Appendix B, pp. 176-181, 
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IV. SUMMARY DATA FROM APPENDIX C 


The respondents in Appendix C, officers trained under the 
Company Officer Program but who have not served in its adminis- 
tration, appeared to have "softened" their feelings regarding the 
Program since graduation, While some saw the "ideal" Company 
Officer as a counselor-advisor, others felt that he should be a 
disciplinarian first and serve the other functions secondarily. 
Several indicated that he should, ideally, serve a functional 
staff purpose, while others felt that he should be dircctly:in the 
chain of command. 

The significance perhaps, of this portion of the survey, may 
well be that the Company Officer should be both disciplinarian 
and counselor-advisor with equal emphasis, rcalizing that cadet 
sentiment will probably continue for a time to be at least some- 
what at odds with the former. Possibly as our graduates mature 
with commissioned service, added appreciation for the necessity 
of the disciplinarian role is gained. In any event, ultimate 
success or failure within the Program is a function of the 
individual Company Officer primarily. 

These officers, except one, saw a definite need for adequate 
Cooperation and communications between all departments for mutual 
and mandatory mission benefit, They indicated however, that there 
is not sufficient appreciation of the Company Officer's role among 


staff in other departments. 
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It was also the opinion of these officers that diversity in 
background experience is most desirable for Company Officers. 

Their assessment of the beneficial features of the Program 
paralleled essentially those indicated in the previous appendices, 
They however criticized the apparent lack of definition in the 


Program and the exact functions of the Company 07፻466፻8.. 
V. SUMMARY DATA FROM APPENDIX D 


Appendix D is the verbatim response to a questionnaire which 
briefly probed a category of officers considered to be represent- 
ative of the operational Officer Corps which had not had contact 
with the Company Officer Program either in their own training or 
in Program administration, 

The questions, as might be expected, drew occasional blanks, 
and some fairly critical remarks. Nearly all of those who did 
respond to the particular questions did so with the reservation 
that this was mostly “hearsay" and they had no experience of 
their own to draw upon. 

There seems to be a definite need for published data regarding 
this Program available to the Officer Corps generally. If select- 
ion procedures for Company Officers are to be improved, at least 
to provide a requirement that selectees be personally reconmended 
by their last commanding officers, then those commanding officers 


must have some knowledge of the billet they are making the 


TO. 3 N. 
SO Appendix v, pps 182-195, 
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recommendations for, 

The Military Academy (according to reports of Army Tactics 
Officers a few years ago) operated under a system which required 
officers assigned to be recommended by their commanding officers. 
Reportedly, every officer assigned to the Academy was assured of 
a minimum fitness mark of 145 on the Army!s OEI (officer Efficiency 
Index) whose scale ranged from 50 to 150. Field Commanders, mindful 
of this, hesitate to recommend an officer for a West Point billet 
unless he is already grading the man as outstanding. Perhaps some- 
thing along these lines should be inaugurated for the Company 
Officer assignments. It is noteworthy that respondents in all 
four questionnaires commented on the selection procedures for 
Company Officers. 

To reiterate a bit, cadets do not see the Superintendent very 
often but they certainly feel his presence because of the extreme 
importance of his job for each one of them, The impact of the 
Company Officers, by commission or omission, is even greater, The 
Company Officers are the Administration's "front line" for cadet 
contact. It is to be expected for any reasonable man to use his 
best tools for the most important job. The comments solicited in 
this survey indicate that formation of cadet attitudes to be in 
line with "career desire" is the most important job of the Academy. 
We should therefore put our best men in the "front line" and devise 


š I 
whatever procedures are necessary to achieve this. 


77 
See Appendix D, pp. 196-208, 
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CHAPTER III 
۸ GUIDE FOR THE COMPANY OFFICER 
I. STATEMENT OF THE OBJECTIVE 


The Need for a Guide, The questionnaire survey responses as 
indicated in the appendices show great diversity of opinion relative 
to nearly every facet of the Company Officer Program, The responses 
also indicate that the administrators of the Program have not as 
yet arrived at a common perspective as to the role of the Company 
Officer. As indicated in the "Research Plan" of the proposal for 
for this study, a "guide" is herewith devised, with the benefit of 
the data received, for new personnel assigned to the Program admin- 


istration, It is written in the form of a "direct address" and was 


a primary objective of the study. 
11. MANAGEMENT AND THE COMPANY OFFICER 


The Experience of the Program initiators. Initially, you 
must be many things to many cadets. In the occasional past, some 
Company Officers either tended to be disciplinarians, or counselors, 
or advisors, or commanding officers of their companies. Some devel- 
oped a "father-son" or a '"tfather-confessor"t approach. Some consid- 
ered themselves as serving purely a staff function - others serving 
staff functions but also being "tin the line." They did these 
things according to their perceptions and understanding arising 


out of perceived successes or failures, They were "initiators" 
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and had little in the way of Program experience to guide them, 


Success evaluation in the role. Very quickly the neophyte 
Company Officer finds that for him, success evaluation is a relative- 
ly immeasurable quantity. One can never really know within the 
space of the tour whether or not he really accomplished a lasting 
good, This is a reality of the billet that must be taken "as is," 
otherwise you may tend to develop a sense of frustration. If you 
have misgivings as to your willingness or ability to function well 
in these circumstances, you should ask to be transferred from the 
billet, There will be no penalty attached to the request. 

In some fashion, this job perhaps bears some similarity to 
that of a loran officer's job, or that of a division officer, or 
even the commanding officer of a patrol boat. It can, in part, be 
likened to a shipboard department head's responsibilities, But 


there is a distinct difference - or differences, You must assimi- 


late those differences if you are to be effective, 


Dealing with uncertainty. This is perhaps your first real 
step into the "management" phase of your career, You will be 
dealing exclusively with "people" as opposed to chin > Your 
success will not so much be measured on a fitness report as on some 
intangible scale which will describe the relation of future Coast 
Guard accomplishment to the thoughts, aspirations, and abilities 


of the men who will be so responsible. In any event, you will have 


78 
Pritiner, Op. Cit... ps Lo. 
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no real way of knowing if you were a contributor at all, 

You will have to make judgements and decisions daily regarding 
your behavior in particular circumstances. You will grapple with 
the problem of "how! to get through to particular cadets, and the 
problem of "how to understand them, You will, by example, teach 
cadets self-discipline, and respect for established law, custom, 
tradition, and regulation. Others of the staff too have this 
responsibility but your billet makes you most observable - and also 
most criticizable," 

You will ideally, be all of that mentioned at the outset of 
Section II. of this chapter - at one time or another - and sometimes 
simultaneously. There is no policy that says you must be a shoulder 
to cry on; but nonetheless, that shoulder might, in the right cir- 
cumstance, be the salvation of a career and the reason why an impor- 
tant decision affecting the Coast Guard might one day be made, 

There is no explicit rule that says "In all cases, you shall enforce 
the letter of Academy Regulations.", but there will be times when 
you will enforce them to the limit - again depending on the circum- 
stances. There will also be times when you will look the other way 
to achieve a greater good within the organization, or perhaps a 
lesser evil. Is that not what a commanding officer might do when 

he awards a warning at mast and the offense clearly calls for a 


more severe punishment? 
Authority, the basis for counselling. You will give advice to 
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your cadets, and hope your experience is adequate. You will study 
your cadets - trying to find out what makes them tick as individuals, 
what their interests are. You will want to be a good counselor, 

and learn how to conduct interviews successfully. Before long you 
will find that a counselor must have a status of authority as a 

prime requisite. Your authority, now soundly established in 

the psychology of counselling and interview techniques, will provide 
you with the first step toward effective counselling, but the sub- 


sequent steps are up to you, 


Acquiring the subordinate's confidence, To be an effective 
counselor (and you won't be perhaps for many months), you must have 
the confidence of your cadets. You do not get it by virtue of the 
stripes or uniform you wear, At the outset, you are on the "other" 
side of a perceived barrier from the cadets, percisely because you 
are an officer and they are not - a point which may at first be 
difficult to comprehend, You will have to prove yourself to them 
before you can help them prove themselves to the Coast Guard. You 
may not criticize their attitudes and opinions openly, because 
their perceptions are as much "reality" to them as yours may be to 


you, 


The approach to the role. There is in fact no "step by step" 
procedure to performing the interpersonal functions of the Company 


Officer, Whatever they are, they vary with the individual, What 


75565 Appendix A, pp. 74-78, 
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works for you may not work with your fellows, The steps depend on 
the Company Officer's particular talents, his point of view, his 
ideals, and to a great extent, upon his personality. If his pers- 
onality is outgoing, all other things being equal, he can "get his 
foot in the door'! much faster, But once "in the door," make no 
mistake - the path is narrow and somewhat precarious, The stability 
of your relationship with your cadets can be easily lost. Instruc- 
tors, coaches - yes, all other administrators can afford slips with 
less loss than yourself - because their primary function is not 
first line cadet contact. In the terminology of the management 
scientist, you are a first line supervisor who administers a cadet 
company by counsel, advice, and discipline, To do your job best, 
you will have to maintain a foot on both sides of a perceived 


superior-subordinate barrier - a very difficult thing to do. 
III. COMPANY OFFICER BEHAVIOR 


The importance of "Availability" and Rapport Achievement with 
Cadets. Your task is not simple. Your biggest challenge is to 
successfully combat the frustrations involved with dealing with 
uncertainty. You will have to be sometimes easy, sometimes firm, 
at other times wary, and always, available and interested,89 As a 
new Company Officer, you are encouraged to scan the Appendix of 


the study of which this address is a part, It is a verbatim trans- 


5955 Appendix B, p. 166, 
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cript of solicited but confidential comments made by officers and 
cadets who preceded you regarding the Company Officer primarily, 
Those comments range over a wide spectrum of attitude and opinion 
from "highly complementary" to "highly critical." The great 
diversity in the views expressed evidences the constant possibility 
of error creeping into the minds of human beings in an organization, 
They cannot all be right. Your task is to comport yourself well, 
design your approach, to convey necessary information, and to 
adequately respond to questions in order to allay the void of cadet 
curiosity that gives rise to adverse opinions and attitudes which 
result in discouragement. Various of the opinions expressed 
undoubtedly were generated by careless and well meaning remarks or 
the behavior of Company Officers, instructors in the classroom, or 
perhaps the "anticipations" subsequently unfulfilled in the minds 
of entering cadets. However specifically stated, one should 
endeavor to read between the lines searching for the clues to basic 
problems of these young men who seek high ideals in a milieu which 
is ever less than ideal. 

You may also identify certain behavior patterns which the 
Company Officer should at all costs avoid. You, as a Company 
Officer, must realize that being "respected" by cadets and being 
"liked" by them are two entirely different things. They may exist 
simultaneously, separately or not at all - and in any event you 
will never achieve the former with all of your men. You must gain 


their respect if you are to become an effective counselor, Popularity 
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alone (although it may well be tied to "respect!!) will not help 
much in this area. 

You will find that you will have much in common with many of 
your cadets, and little in common perhaps with others. Asa 
counselor you must first find that "common ground" to each cadet 
which gives him a reason for confiding in you, Án expression of 
interest possibly, in a subject which may appeal very little to you, 
might be the only way to show a particular cadet that he 'counts" 
with you. Again, to be effective, you must do this even if you 
have a personal dislike for a given cadet. 

"Availability" was mentioned earlier, This, with consistency, 
are perhaps the most important factors toward success in the job. 
Your fundamental purpose is to be there when needed. Your cadets 
must feel that you will leave no stone unturned to help form the 
way for them to successfully complete the difficult job of accepting 
military attitudes, completing the academic course successfully, and 
achieving skill in group performance. It is a big part of your job 
to be an 'texplainer," to clarify in the midst of confusion, to anti- 
cipate their difficulty in the acceptance of change, and to decide 
best how to introduce it. To be available, you should establish 
periods each day on a firm and published schedule when you will be 
in your office, Ideally, your office should be located within the 
Company area so that the cadets must first become accustomed to 
having him around. Gradually they come to '"tknow't him as an indivd- 


ual, and he, them, 


81 ۱ 
See Appendix À, pp, 64-65, 140, 166, 
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Through the predictable presence of the Company Officer the 
cadets will come to realize that this officer can be a worthwhile 
confidant, and a source of sound information and advice. You should 
review the class schedules carefully to find those periods when your 
cadets will have study periods. After lunch is a popular time for 
cadets to stop in with quick questions. Lunch early or bring it. 
Because of the increasingly diverse academic schedules, evenings 
might possibly be given to this purpose, S? Try to avoid making 
appointments you cannot keep, and never keep a cadet waiting long 
outside of your office, Largely, a "lack of availability" is a 
Sign of "disinterest" to your cadets, They know little of your 
collateral duties, nor do they erts They have troubles and 


demands of their own, 


The Company Officer and Coaching. The survey gave some 
indication that coaching duties can actually hinder Company Officer 
effectiveness, "^ Coaching, and particularly in sailing because it 
is a two-season sport, takes the Company Officer away from his 
company's activities for many of the useful hours during the week 
and on Saturdays. While it is true that for some few cadets in 
the company your observations will be increased, it is also true 
that it places others at a disadvantage or will be perceived as 
such, There is nothing that would prevent a Company Officer not 


so assigned from appearing at varsity or JV sports activities just 


82 
See Appendix À, p. 71, 


si Appendix B, p. 170. 
84 
See Appendix C, p. 191, 
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for the purpose of gaining observations and expressing interest. 


Collateral Duty Effects. Your cadets will care little that 
you may be assigned as Mess Treasurer, Aide, or as command duty 
officer. Your absence at a time when they need you might speak 
louder than any verbal explanation you can make to them, It will 
be an "up hill" job to establish and maintain rapport with your 
cadets, The initiative for establishing and safeguarding your 
position of "privileged communication' with your men is your own, 
Do not depend on the cadets to come to you. In the beginning at 


least, you will have to go to them, 


Dealing with the Cadet Mentality. For the most part, your 
experience has taught you how to handle enlisted personnel, Those 
who depend on you now respond more quickly and require less explan- 
ation generally than what you may be accustomed to prior to this 
assignment. Remember that on the average they have the same mental 
capability as yourself. They are good salesman and can be expected 
to seek concessions to '!soften!! cadet life. Try not to go to extremes. 
Be neither "'rigid' nor a "soft touch,'! Grant everything they ask so 
long as it does not dilute their purpose in being there, You will 


often weigh short range benefit against long range goals, 


The Importance of Being Reasonable. Try to gain a reputation 
for being reasonable, Be alert for good ideas. The cadets really 


run the Corps. You are there for guidance. Maintain your sense of 
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humor. There is a very definite place for it here, Do not get 
"tagged" as an "easy mark," If you do you will hazard your effect- 
iveness as a counselor. The cadets will make you think you are the 
most popular fellow on the reservation and yet have no respect for 
your judgement, When you say "No," say it with a reason - and give 
them adequate opportunity to explain their position, We cannot 
expect youngsters just out of civilian family life to immediately 
stop asking "Why?" 

A past Commandant of Cadets was a master at this technique. 
He would listen with a wealth of patience and serious demeanor to 
cadet proposals, He usually listened longer than was necessary to 
get the point across. Given the chance, the cadet proposer would 
continue talking. Before long, the ridiculous aspects of the pro- 
posal, if any, would become obvious and the Captain would grin and 
say, "Well, you tried." The humor of the situation overrode the 


disappointment of the Captain's "No," 


The "Spirit" vs. the "Letter" of the Regulations. For the 
Company Officer who may tend toward inflexibility in his manner of 
applying the Regulations - a little discussion, All military men, 
and those involved in other highly structured organizations like 
General Motors or the Roman Catholic Church, for example, must first 
abide by the spirit of the Regulations, and secondly, the letter. 


However, while in the training situation, when the habit of respect 


for regulation, rule or law is being developed, the emphasis most 
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often must be on the letter of the rule, regulation, or law. This 

is why we have an Academy where the punishment (demerits and/or 

restriction) is generally not lasting in the sense that it follows 

a man into his career service record, We are only interested in 

cadet performance insofar as it indicates potential performance 

after commissioning - where performance is really all that counts. 
But one must not become so inflexible as to miss the opportunity 

for a greater good by blind adherence to the "letter" of the law, 

One rather senior respondent to the survey said, "The Company 

Officer must mete out punishment appropriate to the offense," 

The Regulations themselves, in spite of continuous updating, 

cannot wholly discriminate as to degree, intent, or organization 

reaction in every given case, A certain discretion must always be 

exercised, Discretionary actions not in accord with the Regulations, 

must however be the exception rather than the rule in the training 

situation - otherwise cadets will be encouraged to violate the 

Regulations as a matter of course, In any event, the bounds of that 

discretion are described by the Commandant of Cadets - and must be 

So - for if the bounds were set by Company Officers, instructors, 


or coaches, chaos will result, 
IV. THE COMPANY OFFICER AND THE ADAPTABILITY RATING SYSTEM 


The Hazard of Peer Rating. This section would not at all be 
complete without some discussion of the adaptability rating system, 


If those who administer this system, and counsel from its results, 
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do not have a healthy appreciation of its capability and its limit- 
ations, it can be a loaded "bomb," Newcomers to the system are 

often highly impressed with the neat machine runs, the correlations, 
and the accumulation of paper "proof" generated. It is an easy 
matter for a Company Officer to take what he finds in an accumulation 
of "Forms for Remarks" as 'gospel'! and 'read off' a cadet during an 
adaptability interview, The best precautionary advice that can be 


given is, '"Bewarc,'® You are playing with fire," 


Typical Cadets are "Achievers. Let us examine a typical 
cadet. For the most part his psychological tests will indicate that 
he is above average on the "achievement scales," This indicates a 
need" for achievement or a need for a sense of achievement which 
is above average. This should not be surprising. Most of the 
people who get things done in this world are those who have a "high 
achievement need," and they can be typed as "'achievers,'" The 
achiever tends to have a higher than average level of anxiety. 
Adaptability "cases" most often are the high anxiety types which 
when combined with a lower (than average in his peer group) level 
of maturity wind up making error after error. The more mistakes 
they make, the more their need for achievement is unfulfilled and 
sharpened. The result is that their anxiety and propensity for 
error becomes even higher, We must remember that most of our 
cadets came to the Academy as "twinners" from their previous 


environments. 
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The Need of the Adaptability Failure. Spillover effects occur. 
The error might have initially been in the academic world, or in the 
barracks, or perhaps on a team. But these youngsters tend to worry 
about failure more than the average of their age group. Perhaps the 
worst thing a Company Officer can do at this stage is to read to his 
"case!" the verbatim comments of his contemporaries. One need only 
read the verbatim comments in this survey to realize that even first 
and second classmen tend to go to extremes when writing comments, 
Without continual guidance from you, they will feel bound (psycho- 
logically at least) to say something nasty about a classmate or 
junior merely because the forced rating system requires that he 
put the man in the bottom 10%. Nine out of ten adaptability cases 
need some sense of achievement most of all to get them out of their 
troubles. You as a Company Officer would do well to summarize and 
soften the comments, Then try to set up, if you can, some way in 
which that particular young man can be complimented or publicly 
rewarded for accomplishment, While the adaptability system is 
difficult for cadets, and thus of great interest to them, it is your 
"critical path" to lending real assistance through sound counselling 
technique and thus gaining the respect of the cadets. The Company 


Officer is the "key!" figure in measuring the system's success. 


The Pressure of Peer Ratings. Cadets really feel the pressure 
of the adaptability system more than anything else. This is a pers- 


onal, almost private thing with them, You can learn even more about 
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cadets perhaps from the way they write out "forms for remarks" than 
you can from the forms written about them. The pressure of the 
system accustoms cadets to functioning under continuous pressure, 
This is good. But "halo" effects do occur, The existence of the 
system is the fundamental reason why you require the maximum time 
for observation - to get to know your young men by direct contact 


rather than through "form for remarks" or the conduct sheet. 
V. THE COMPANY OFFICER - CAREER OPPORTUNITY 


Observing Subordinates for Evaluation. On the plus side of 
your own career, there is perhaps no other job for a Lieutenant 
which will so sharpen your ability to observe subordinates and thus 
be able later to write meaningful fitness reports as a Commanding 
Officer. As a junior line officer, you will not find a better ; 
billet for training for future management - but, as earlier indic- 


ated, you can also "stumble" and fail. 


Necessary Qualifications for the Billet. Partly because the 
Program of which you are a part is still somewhat in its adolescence, 
and partly because of the continuing expansion of the Academy 
generally, you will find that unless open communication is maintained 
with other departments to "advertise! your role and the role of the 
Program, there will be an increasing deemphasis of the significance 
of the Company Officer in the organization which will "spillover" 


to the cadets and detract from counselling effectiveness, For a 
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number of years yet your own superiors will be meeting the 

challenge of managing a Program the full promise and significance 

of which they only slowly come to understand because they had not 
themselves been bred within it, Some instructors harbor the 
misconception that only limited skills are required by Company 
Officers. You are assured, that whatever it is that makes an 
instructor truly outstanding in the classroom is a "24-hour per 

day stock in trade" requirement for the Company Officer. As the 
respondents to the survey strongly indicated, ideally,.the Company 
Officer should come to his job with much better formal qualifications. 
Would that each Company Officer earned his Master's degree in 
Personnel Management before coming to the billet! As an aside, 
think how much more attractive the billet would become for cadet 
aspiration! A fruitful hour of exposure to a good Company Officer 
is considerably more beneficial for the Service than a fruitful hour 


in the classroom - although both are necessary. 


Sharing in the Management. You will have to be somewhat of 
an "educator" too. It is important that you have the ability to 
help the Commandant of Cadets achieve a functional rapport with all 
departments. You can best do this by demonstrating to your contem- 
poraries in the other buildings that you can be of assistance to 
them, They will see the Company Officer Program through you. As 
far as the need for briefings or any other form of staff training to 
the military aspects of Academy training goes, your only function is 
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to keep the Commandant of Cadets ron û ` 


f 


Interdepartmental Cooperation is a "Must", The Company Officer 





is in for a difficult time of it if by omission or attitude of the 
staff he is made out the tvillain 190 If it should become the rule, 
it will reduce the Company Officer's prime function as a counselor 

and advisor to a level of ineffectiveness, and would serve to identify 
the need for a greater emphasis on interdepartmental communication. 
The Academy is expanding. As an orgainzation expands, the parts tend 
to be set off by themselves. Management responsibility then involves 
procedural streamlining to increase communications efficiency between 
departments. As a Company Officer you must keep yourself informed 


and your cadets. Keep the "mess deck" rumors to the minimum, 


Suggested Division Aids. A list of published works is shown 
in Appendix E as a recommended "starter" library for the use of the 
Company Officers. A few hours in a good basic psychology book and 
in a text on organization theory can go a long way toward deepening 
the Company Officer's understanding of the atmosphere in which he 
works, With it also is a list of "Commandments of Good Organization" 
which, though prepared by the American Management Association for 
executive application, may also provide the Company Officer with a 
point-by-point self-appraisal outline. In reading over this appendage, 


one may readily draw parallels to the Company Officer, Ultimately, 


፡ Appendix A, pp. 92 and 97, 
9056 < Appendix B, p. 169, 
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perhaps a set of "Commandments for the Good Company Officer" might 


be devised, 


S y. It is hoped that some of the salient basics under- 
lying the billet of the Company Officer and the Program in which he 
is involved, have been examined in sufficient detail to give new 
personnel assigned some added insight into the billet, If it does 
at all, then this study will have been worth the effort that went 
into it. The survey data reflects the nearly ani venom. Opinion of 
the respondents that the Company Officer Program is critical to the 
Academy mission. If so, it must be nurtured and managed well, not 
so much to survive, but because of the potential loss to the Coast 
Guard if it is not. The system is not of value solely because it 
is at the heart of the military life at the Academy, but more 
because of what it can give to each cadet as he passes through, 
on a face to face basis. Ideally, those officers sent to work in 
the Program at the Academy should have some background for it prior 
to their arrival. The lasting effects of the behavior of the officers 
in this Program will not permit the neophyte to spend the first year 
of a tour making mistakes while learning so that he will be better 
at it the second year. Company Officers make quite an impact on 
cadets. You can take advantage of it. Our Academy is truly the 
"cradle! of the Coast Guard. The Academy "is" the cadets. In them 


lies the future of our Service. 
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APPENDIX A 


RESULTS OF QUESTIONNAIRES EXECUTED BY COMMANDANTS OF CADETS, 
ASSISTANT COMMANDANTS OF CADETS, AND PRESENT AND 


PAST COMPANY OFFICERS 


Survey parameters, The field of inquiry for this part of the 
survey is all officers below the rank of Rear Admiral who had 
previously or are now serving in the billets indicated above, Three 
officers failed to respond. Since the number of officers in the 
first two categories is as yet limited, their responses have been 
integrated at random into this section in order to preserve their 
confidence, The researcher did not complete a questionnaire in 
order to preserve maximum objectivity. 

No attempt was made to chronologically order the responses - 
partly for reasons of confidence and partly because such ordering 
could not, in all cases, be identified. 

Occasionally tally totals herein reflect that all questions 
were not, in every instance, responded to by all officers. As with 
all questionnaires, some of the questions proved irrelevant or did 
not apply to certain individuals. 

Since this is, in the main, an attitude survey for management 
purposes, recording of the verbatim responses seemed appropriate. 
It may be noted that, as in any orgainzation, it is the perceptions 
of the members in the organization, and not perception accuracy 


necessarily, that largely determines individual modes of behavior. 
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It is hoped that this section will produce data for the 
Commandant of Cadets that he could not otherwise acquire through 


ordinary organizational means, 


Item 1 — In this item the Company Officers were asked to check 
which of 18 listed categories of functions they performed while 
in the billet and then to rank order them in two different ways; 
first according to the percentage of their working time given to 
the function, and secondly according to the degree of importance 
they would attach to the function in terms of their primary mission. 

In tabulating the results, the officers were divided into two 
survey groups according to the point in time at which they were 
assigned. The first group, titled the "EARLY" group consisted 
of the first eight officers to be assigned, and the second group, 
consisting of the latter seven, titled the "LATE" group. This 
division was made for purposes of determining if significant trends 
in attitude and/or application exist. The third pair of columns 
is an overall compilation. 

A discrepancy of five rank order numbers between 'tperceived 
importance" of the function, and the "percent of time given" to 
it is arbitrarily identified as "meaningful" and underscored. 
These items are those which perhaps most deserve some attention, 

A certain amount of redundancy was deliberately built into 
the questionnaires in order to achieve some idea of consistency 
in the responses. The reader will note that some inconsistency 
does exist which further identifies the differences that can 
exist between "perception" and "reality." 
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RANK ORDERING OF THE FUNCTIONS OF THE COMPANY OFFICER 





OVERALL 
ZS 1 
1 1 
2 2 
3 3 
4 13 
17 5 
8 16 
4 6 
13 ول‎ 
9 17 
16 4 
12 1ل‎ 
10 7 
14 8 
15 12 
11 0 
18 18 
5 4 
6 9 


4 


` EARLY LATE 
1 1 2 1 
3 2 5 2 
2 3 6 3 
4 17 4 9 
18 9% 14 4% 
9 13 9. 15 
5 4 8 11 
15 4 10* 13 
10. 18 12 16* 
16 12 15 14 
13 7 10* 2 
7 6 18 8 
12 git 13 7 
11 8 17  16* 
14 1 7 10 
17 16 16 18 
6 5 1 4% 
8 15 3 6 


FUNCTION 
Adaptability Interviews 
Conduct Interviews 
Academic Interviews 
Clerical (typing/filing) 
Correspondence with parents 
Writing Revisions to Pubs 
Writing Summaries for Exec. Bd 
Writing Division OpOrders 
Writing Cruise OpOrders 
Summer Adapt Preparation 
Academic Year Adapt Preparation 
Barracks Inspections 
Classroom Instruction 
Intercompany Athletics 
Investigating Charges 
TAD Trips for the Division 
Conference Time per Week 


Collateral Duties 


Legend: * - Indicates a tie 


$ - Indicates opinion of percent of time given 


I - Indicates perceived importance of the function 
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Item 2 - Officers were asked to list their collateral duties, indicate 


whether they were significant or not significant to their primary 


function, and indicate the percent of their time given to each duty. 


5% 
15% 
10% 
31% 
36% 
147 
50% 
15% 

5% 
24% 
40% 
25% 
15% 
10% 
20% 


27.6% 


Number Not 


1 
3 


2 


2.93 


20% 
25% 


19% 
10% 


15% 
50% 
37% 


26% 


30% 
18% 
5% 


17% 


No. of Collateral Number 
Significant % " Significant 4 


1 


4 


2,0 


Duties listed 


2 


7 


4.93 


OFFICER 
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2 


10 
11 
12 
13 
14 


15 


AVERAGE 


% = Estimate of percent of time given 
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Item 3 - To determine the workload of Company Officers assigned to 
cruise vessels as Commandants of Cadets, Officers were asked to 
indicate the average number of non-interview working hours per day 
plus the number of interviewing hours per day for the EAGLE and 
CUTTER separately. Unfortunately the question did not discriminate 
between long and short cruise, The resultant figures are therefore 


suspected to be low, 


Non-Interview Interviewing 
VESSEL Working Hours Working Hours 
EAGLE 8.14 3.0 
CUTTER 7.17 2.4 


Item 4 - Question: How do you conceive the ideal role of the 


Company Officer? 


Response - The ideal Company Officer would be one who is always 
available to cadets for any reason what-so-ever, An officer cadets 
would look up to and willingly come to for advice and assistance, 


An officer of varied service background and at least the rank of LT. 


Response - First, as "supervisor" of a company of cadets, and second, 
as a member of the staff of the Commandant of Cadets, The latter 

role is fairly clear-cut, i.e. to advise on matters of policy, perform 
special projects, etc. Regarding the first, I feel that the Company 
Officer is rather like a Commanding Officer. He is responsible for 

the performance, discipline and training of his company (non-academic). 


The cadet company commander is like his XO, advising him on matters 
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of policy, implementing policy, responsible for actually getting the 
job done. Other first class cadets are as department heads, division 
officers, etc, I do not believe that cadets should set policy or 
hold final responsibility while the Company Officer stands aside and 
advises. Cadets are not capable of meeting such responsibilities 

due to their lack of experience and maturity. (They are hampered 

by having to work with '"classmates.') Their first jobs after 
graduation are like their last jobs at the Academy, i.e. to run a 
segment of an organization the way some one else wants it run, 

This is what the company officer should teach them, The company 


officer should be in command, 


Response: A reasonably experienced officer who should provide 
leadership example, guidance and counselling to a company of cadets. 
One who encourages his cadets in descending order of rank to do 

the same, Realizing no system is perfect or ideal, he must of 
necessity be a disciplinarian and require obedience to the regul- 
ations through inspections. This also provides him with an 


indication of the results being achieved. 


Response: A counselor who maintains close contact with all the 
cadets in his company and with all other officers who have contact 
with cadets. To attain this, detailed records must be maintained 
on all possible phases of his cadets? lives. Conselling should be 
limited mainly to the adaptability and conduct areas. Direct 
activities in his company as required. 
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Responses The ideal company officer should be one who deals 
directly and only with cadets. He must be free at all times for 
consultation with the cadets, to be present at intercompany athletic 
events, etc. He can not have too many collateral duties which 
detract from his primary mission, As far as the individual is 
concerned, he must consciously set an example for the cadets to 
follow in all areas, i.e. personal appearance, conduct, consistency 
of purpose, This is all important if the company officer is to 


be successful. 


Response: In a nutshell I think the company officer ideally 
Should insure that each cadet is given the fullest possible 
opportunity to demonstrate his usefulness to the Coast Guard and 
that the Coast Guard is given the maximum opportunity to exclude 
those cadets who cannot meet the standards for minimum service, 
To accomplish the first the company officer must guide, counsel, 
correct, and in some cases 'tmother'* until each cadet has had a 
full opportunity to demonstrate his abilities. To accomplish the 
latter the company officer must be able to expose the cadet to 

a variety of evaluative situations, and therefrom initiate action 


to eliminate those who do not meet the minimum standards. 


Response: A general line officer, sent to school for one year 
and training for educational, guidance psychology and general 
counselling courses, a three~year assignment as a company officer 


following. Primary duty as counselor with collateral duties only 
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within the division having to do with cadet activities. He should 
be a counselor in conduct but not the primary enforcer of such. 

To offset collateral duties he should be required to attend all 
events of his company in intercompany competition. He should be 
provided quarters at the Academy suitable for entertaining cadets, 
formally or informally, and be able to entertain cadets and their 
fiances and parents for which an allowance is provided. He 

should be chosen for the duty for his enthusiasm, personal dynamics, 


and be a man respectful of and in possession of high ideals. 


Response: Train cadets in leadership and responsibility. Develop 


self-discipline. Advise on a professional career, 


Response: Advisor - Counselor. One who brings to the job a 
service background of knowledge and experience such that he can 
assist cadets in their transition to service life and instill in 
them a desire to pursue a service career. Collaterally, to 


tweed: out" those who cannot adapt or respond to advice or counsel. 


Response: To counsel cadets as necessary to mold their attitudes 


with regard to the Coast Guard. 


Response: A staff officer in close proximity to the cadets who 
guides, trains, counsels and disciplines. By being close, is 

able to provide a meaningful evaluation of any cadet in his charge. 
The role should be such that as much time is spent helping "good" 


people to improve as is necessarily spent trying to salvage the 
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"bad apples" or others having troubles, i.e. conduct, academics, 


adaptability, etc. 


Response: Command a cadet company. Let the company officer 
(within the framework established by the Superintendent) run 
the show, He is supposedly picked for ability - let him demon- 
strate it. Differences between company officers are good for 


cadets - allows them to evaluate different methods. 


Response: The cadet company commander should run the company! 

I have charged, with success, my company commander, with enforcing 
the regulations on his classmates as well as the underclass, I 
have told all the company commanders that if I become aware of any 
first classman in Company committing a Class I offense that 
the following day the Company Commander would become a platoon 
guide, I reason that if he didn't know that his classmate was 
going over the hill or committing other Class I offenses, that 

he wasn't doing his job by not knowing what was going on in the 
company. If he did know and did nothing he is not the man I want, 
They have all been willing to perform with this hammer over their 
heads. Consequently only one first classman in ___ Company has 
received a Class I this year. 1 envision my job as an advisor 

and supervisor with the idea of not being an enforcer - this is 
the company commander!s job - but as counsellor for and to my 
company commander and platoon commanders and to all cadets in a 


personal counselling nature, 
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Response: The company Officer should be intimately familiar with 
his cadets in the fields of adaptability and academics. He should 
be the Executive Board's chief advisor in these matters and the 
right hand man of the Commandant of Cadets in fulfilling the 


"mission" of the Academy. 


Response - Based on my experience, the Company Officer must be 

more capable than the average instructor at the Academy, He must 
constantly deal with uncertainty in a milieu which calls loudly for 
consistency. In this regard he must have the highest of ideals but 
also be sufficiently flexible to adapt to change over which he has 
no control. As the initial point of contact with cadets, he must 
be a "super" salesman, He has to ease adoption by cadets of changing 
policy, cause them to respect him and admire him even though he 
knows they will not all like him, He, more than any other officer 
assigned at the Academy, must be vigilant to never do anything that 
will cause him to be suspect by the cadets. The cadets must feel 
that he can be their confidant - will respect personal matters 

and their efforts to make the grade professionally. The best way 
to do this is to be available - even to calls at home if the cadet 
feels this is necessary, In this regard it is my opinion that 
Company Officers should be complete free agents, They definitely 
should not be on hours. He should have a reputation for being 

in his office during the bulk of cadet study hours, he should 


lunch early (or perhaps bring his lunch) so that he is available 
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during the noon hour every day, should appear at as many of the 
intercompany contests involving his company as possible ( at least 
80%), should reserve at least two nights per week (on a scheduled 
basis) when he will be in his office until 2200. There should 

be no requirement by the Commandant of Cadets for him to be in at 
0800, 1000, or any other hour. The Lord knows that when the close 
of an adapt period or a summer cruise is coming up, that he will 
be working 12 and 14 hours per day anyway (if he does the job right). 
Ideally, he should reside on board the Academy reservation, 
entertain cadets frequently, have a free hand to grant permission 
to his cadets on an individual basis to come over to the house 
any evening of the week, As the Corps of Cadets grows the 
Commandant of Cadets and his Assistant must necessarily become 
more remote from the cadets as individuals, There will be no 
possible way then for these officers to run the show efficiently. 
The bulk of the effort will be squarely in the hands of the 
Company Officers or chaos will result. 

What I have described above is a highly squared-away individual. 
Unless the selection of Company Officers is considerably improved 
that ideal will not be approached. Contrary to the belief of 
many officers, any good line officer does not and will not make 
a good company officer, The talents required are quite particular 
and in any event some training in sound interviewing procedures 


and in psychology is mandatory. 
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Response - The ideal Company Officer should be one who would be 
marked, on his fitness report, as excellent to outstanding - in 
other words, he must be exemplary in his performance in all 
categories. He must, above all, be military in manner and in 
bearing. It is essential that he be understanding and have some 
knowledge of personnel administration and interviewing techniques. 
The ideal Company Officer must be objective and be able to com- 
municate with cadets. As to discipline - he must set high 
standards of conduct, make these known and understood and con- 
sistently and firmly mete out appropriate punishment (demerits) 


for lapses. 


Response - My idea of an ideal Company Officer is the same as 

my idea of the ideal Coast Guard Officer. He is an officer with 
a strong loyalty to the Coast Guard and the people in it and 
with an intense drive to perform the CG mission in an outstanding 
manner. His leadership characteristics would include a strong 
belief in the military system as the only way to operate the CG 
efficiently, and he would demonstrate these beliefs in all his 
dealings with his seniors, juniors, or peers, He would be firm, 
fair, and consistent in handling his men, The example he sets in 
his own performance on the job and in his personal life would 
earn him the respect of all who know him. He would have a 
Christian way about him and be concerned about the welfare and 


training of his juniors and would lead them to understand that 
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true joy and happiness comes from a job "well done," particularly 


in our "humanitarian" Service. 


Response - (1) As a valuable member of the Academy staff. 

(2) As a competent trained officer who evokes 
respect from the cadets through his attributes of personal and 
professional life. 

(3) Acts as a "point of contact" with the cadets 
of his company - this point of contact in the form of a 


commanding officer and all that that duty prescribes and requires. 


Item 5 - This question asked the Company Officers to rank 
(from 1 to 6) six general functions according to where they spent 
the most time. (1 = Most time, 6 = Least) 

GENERAL FUNCTION RANK 
Counselling and Guidance Work 1 
Leadership Training Activities 5 
Enforcement of Discipline 3 
Administrative Work (clerical, data accumulation) 2 
Staff Work (meetings and special assignments) 2 S 


Collateral Duties 4 


Item 6 Do you feel that the Company Officer's duties as a 
disciplinarian and counselor conflict, and thereby decrease 
effectiveness in these two areas? 


YES's - 5 (33.34) NO's - 10 (66.62) 
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Response - They obviously conflict, but the only way to eliminate 
the contradiction would be to eliminate one or the other and this 


would cost more than it would produce gain. 


Response - 1 do not personally feel that they conflict. However, 
cadets have been brought up to believe that they do. This false 
belief is built up during our fourth class year indoctrination. 

It is definitely a false impression but one we have not been able 


to combat up to this point. 


Response - Discipline is not synonymous with vengence, Nor is 
counselling synonymous with softness. There is a common denomin- 
ator - respect. If the cadets respect the Company Officer, he will 
be effective in both roles. Conversely, if the cadets do not 


respect the company officer, he will be effective in neither role, 


Response - The opposite has been true. The authority of all 
junior officers has been so reduced in the eyes of the cadets by 
limiting their disciplinary authority and failure to support the 
officers in conduct matters that the feeling of respect for 
seniors is not instilled in the individual. This attitude is 


apparent in recent graduates. 


Response - By nature, a company officer must enforce the 
regulations. If he does not and fails to discipline his company, 


he is being a poor leader and will lose the respect of the cadets. 
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Response - The answer to this lies largely in the personality and 
maturity of the officer primarily and to a lesser extent to the 
same characteristics in the cadet, I do not feel that there is any 
automatic effect between these two functions. Danger does exist 
however if the company officer allows the enforcement of discipline 
to become too personal or if he becomes too intimately involved 

in the counselling situation. This is a delicate balance which 

an overly enthusiastic or uninitiated company officer could 


destroy. 


Response - It takes an exceptional man to be able to place a man 
on report for an observed transgression, counsel the same man, and 
maintain a position of "privileged' communication in order to 


counsel effectively. 


Response - The greatest conflict in this regard was in relation to 


my collateral assignment as a coach, 


Response - There is a conflict because of the age group with 
whom the company officer works. It is difficult for the 17-year 
old to understand that discipline is necessary later in his role 
às à commissioned officer, Once the impression exists it is 


difficult to counsel later in his cadet career, 


Response - No conflict. This is a basic relation that starts in 
childhood with parents filling both roles. It should extend to 


service life as a leader such as the Commanding Officer of a 
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ship. For these reasons, the cadet should learn to respect the 


officer in the dual role, preparing himself for his own future. 


Response - As the duties of the Company Officer were so implied; 
i.e. more guidance and less disciplinary action, I feel that the 
roles were compatible. Once the cadets realized what the situation 


actually was, they were able to assimilate the difference, 


Response - Presently we seem to be losing sight of the value of 
discipline and demerits as an effective training device. The 
amount of needed counselling varies inversely with consistency 


in policy and positive motivational cadet education. 


Response - The company officer must act very much like the 
father of a teen-age boy. Without the role of disciplinarian 


counselling would not be very effective. 


Response - A person trained in the military will soon understand 
that discipline is a very necessary part of the military system. 
When you have men that are disciplined (self or otherwise) then 
you have little need for disciplinarians to make people do things. 
Discipline has to come first and is the "rock foundation" of the 
military. A good leader can counsel and discipline both if your 
basic system is military. If it is a "Joe College" system then 


you can't, 


Response - No. Any officer does this all through his career, 
He is used to the role and the cadet becomes used to it. From 


T í 


24 gef 
2 ከ ር 
in" 551 
I C 
m Laue Be 


L IR 


— L 


¿Ju 





۳ 5 


his experience with it, he develops his own techniques. 


Response - No. 


Response - Although this is a difficult task, any anomalies 
which exist can be overcome by good leadership. Guidance and 
counselling establish the patterns of conduct and self-control 
required for a Cadet if he is to become an effective officer; 
consistent and firm application of disciplinary methods is the 


tool for their achievement. 


Item 7 - In directing company activities, (e.g. intercompany 


sports, company drill, etc.) indicate the type of policy used, 


Result: 
Policy Response 
Maintained tight control and supervision O (0.0%) 


Directed and controlled, primarily through 
cadet officers and the first class 2 (13.3%) 


Allowed cadets to run activities with a 
minimum of direction from you 13 (86.6%) 
Item 8 - Do you feel that too much of your time was spent in 
purely clerical work? 
Result: 

YES!s - 12 NO's - 7 PROBABLY - 1 


Response - Only insofar as collateral duties were concerned. 


Response - It!s a bit hard to remember years back, 1 know 


we had some; I don't recall that it was overbearing. 
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Response - I'll let you figure out how I should have answered 
this one. As you know we spent a lot of time on our typewriters 
and records which could have been done by a yeoman. However, 

it served a useful purpose. It left a more lasting impression 
and a clearer a picture of each cadet'!s progress. From this 
standpoint it was not too much, By the same token I can see no 
useful purpose for having to document interviews so thoroughly. 
It should be sufficient to record the fact that an interview was 
held and at the most, one sentence setting forth the pertinent 
facts and the cadet's reation and progress, In this area we 
spent too much time on clerical work. Possibly the effort that 
goes into summaries for the Executive Board was excessive. I 
question the weight the Board members ever attached to them. 
More reliance could be placed on the verbal report of the 
company officer which is recorded in the proceeding anyway. 

A YN recorder should be assigned to take cextinony instead of 


the poor commander. 


Response - The main part of clerical work is keeping individual 


records and summaries. This can only be done by the counselor. 


Response - I do not see a way to avoid the clerical load on the 
company officer, Certainly an operations staff for the Commandant 
of Cadets, exclusive of the company officers, could take much of 


the clerical work from the company officers. 
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Response - But I can afford no solution. (Clerical workload is 


inevitable in this work. 


Response - Company Officer puts more relatively unproductive 
time in on clerical work which is a shame because face to face 


contact with cadets is as yet inadequate, 


Response - Too many records to be maintained by one officer. 
This is necessitated by the emphasis placed on detailed interview 


records. 


Response - There is an overriding feeling that much of the 
record keeping bears no useful purpose, The system is factually 
not primarily for eliminative purposes, Records on poorer 
prospects are therefore excessive and we spend too much time in 


relatively unproductive meetings. 


Response - I "refused" to do any, Never touched a typewriter; 


kept minimum records in ink. Worked fine, 


Response - The amount of record keeping does seem excessive but 
every so often it serves the useful purpose of providing necessary 
paper support to counter highly sophisticated cadet appeals to 
Executive Board action - which probably does not in itself justify 
the workload judging from appeal results, The best system would be 
to assign one YN3 to work for all the company officers primarily 
and to assist the cadet office when (as often happens) their load 


drops off. Functionally, this is the way it should work. 
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The company officer's records ofecádets!should all'be located 
centrally with the YN. Officers should have dictaphones and 
record verbally what they wish recorded, The YN then daily takes 
the recordings and accomplishes the formalization of the record, 
sending the sheet (or record) back to the company officer for 
initialling, corrections, or additions, The Machine Records 
section should be reoriented to keep cumulative grade cards and 
adapt records. If this were done (and it will almost have to be 
once the Corps reaches the 900-1000 mark), the Company Officer 
would be free to spend more time with the cadets. As it is, 
following an interview, the officer must now immediately record 
the occurrences during the interview - which time might be the 
only available time over a two (or so) day span in which to inter- 
view another cadet. Central record keeping would also bear fruit 
during summer sessions during cruise absences for some Company 


Officers. 


ltem 9 - From your experience, do you feel that the tight class 
schedule and daily cadet routine made it difficult for you to 
contact a cadet promptly when you wished to talk with him? 
Result: 


YES's - 7 (46.6%) NOts ~ 8 (53.4%) 


Response - Most cadets were engaged during the 1600 - 1800 
period when I was coaching. The tight class schedule from 0800 


to 1600 made it difficult to see them at this time also. 
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Response - The time is available. However, the cadet attitude 


towards company officers discourages prompt reporting. 


Response - Few matters were of such urgency they could not wait 


for a scheduled study period. 


Response - Interviews are important enough in the overall picture 
to warrant the use of cadet study hours, Give the Company Officer 
the option of conducting after supper interviews with the provision 
to take off the following morning providing his presence was not 


otherwise necessary for scheduled conferences, etc, 


Response - At times, yes. Overall, no. Proper planning by the 


Company Officer can eliminate most of the difficulty. 


Response - Not at the present time, Ultimately, if a split 
curriculum materializes this will become much more difficult as 
electives will make it necessary to maintain individual cadet 


class schedules versus section schedules, 


Response - This problem is not unique and will not lend itself 


to any reasonable solution, 
Response - This is inevitable since academics are of primary concern, 


Response - This was the most discouraging part of the duty. 
When I wanted a cadet he wasn't available, When he wanted me 


I wasn't available, 
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Item 10 - Which classes did you tend to keep the closest 1 
watch over? 
Result: ALL - 1 2/0 - 2 4/0 - 9 


1/6 - 1 3/6 - 1 


Item 1l - From your experience, using "100%" as the basis of 
your concept of "adequately counselled,' indicate below the 


percent of "completeness of counselling" for the following: 


CATEGORY PERCENT 
Unsatisfactory Cadets 89.9% 
Borderline Cadets 73.8% 
Below Average Cadets 48 .3% 
Average Cadets 20.7% 
Above Average Cadets 17.6% 


Response - Above average and average cadets need very little 
counselling; therefore one can say they are adequately counselled, 
Unsatisfactory cadets usually can't be helped so again one!s 
counselling is considered adequate, Borderline cadets are the 
most susceptible to help. How successful one was is difficult 


to determine, 


Response - It seems that one spends 90% of his time dealing with 
10% of his people. This is not right. Every cadet should be 
developed such that his potential can be approached. While the 
above figures represent what I did, the reverse listing is more 


nearly what I should have done, but couldn't, 
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Response - Looking back, the above figures may bring out a 
fallacy in our system which tends to neglect the average, 
It is very possible that better results could have been obtained 


by more concentration on the "average" cadet, 


Response - Time is not available to spend the proper amount 

of time with average and above average cadets to even discover 
if there are any areas in which one's counselling would be of 
assistance, Too much time is spent on the unsatisfactory cadets 
due to the existing reluctance to separate them early in the 


program, 


Response - I saw every cadet at least once per semester, 1 


saw the "Unsat's't many times (monthly if necessary). 


Response - The percentages I indicated are not good, Duc to 
collateral duties, special projects for the Commandant of Cadcts, 
and staff meetings, I feel that there are no adequately counselled 


cadets in my company. 


Response ~ I feel that it was necessary to spend entirely too 
much time with Unsat*s, Borderline*s, and Below Average cadets 
and not enough to benefit those average or better (where the 


real pay-off would be for the Service), 


Item 12 - Do you feel that you had adequate training and/or 
knowledge in the following areas when you were assigned to this 
duty? 
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P5 an a 


49 58 58 


NO 5 
(86.6%) 
(53.4%) 
(33.3%) 


YES $ NO 
(13.4%) 13 
(46.6%) 8 


(66.7%) 5 


YES 


Guidance and counselling procedures 2 


Leadership training techniques 7 


Understanding the basic objectives of 10 
the Company Officer Program 


That which was specifically expected of 6 (40.02) 9 (60.0%) 
you as a Company Officer 

Item 13 - In which areas, if any, do you feel that officers 

assigned as company officers need additional preparation? 


NUMBER PERCENT OF 


GENERAL AREA INDICATED RESPONSES 
Basic psychology 10 66.7% 
Guidance and counselling techniques 12 80.0% 


Structuring and management problems in 


larger organizations 1 6.8% 
No added preparation needed 2 13.6% 
Added Responses as indicated below 8 53 , 35 


Response - Just plain leadership - the practical application 

of the first three above. The Petty Officer Leadership Schools 
at Alameda and Groton have made some real progress in that area, 
While I do not advocate that company officers attend these schools 
I do believe a training program along similar lines could be of 
immense value! Being an officer of some experience does not 
guarantee that leadership is good or properly and fully developed. 
I cannot overemphasize my feeling that prospective Company 
Officers should be carefully and fully trained and selected for 
their jobs as are academic instructors. 
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Response - As varied a professional background that can be 
gained in 4 years since commissioning. Assignment of officers 


with at least 8 years of commissioned service would help. 


Response - A short, two to three days perhaps, period of 
indoctrination on the specific aims of the program and the 
approach the Commandant of Cadets desires to be used in obtaining 


or reaching the goal. 


Response - Company Officers require specific knowledge as to 
what the Coast Guard is doing in all fields. An interpretive 
course as to where current developments will lead would be 


helpful also. 


Response - A good, stable, mature officer who himself is 


service oriented and desirous of service life. ("Cung Ho" helps.) 


Response - Understanding of the aims, objectives, methods, and 


techniques of the program. 


Response - "Need" is a strong word. It would be advantageous to 


have had previous training in the first two categories above, 


Response - There is a crying need to select top officers highly 


motivated toward this duty. All other thines will follow, 


Item 14 - Indicate your opinion of the effect of the Company 


Officer Program as a whole, 
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Result: 


Responses 

Definitely improved the quality of the cadets 

as a Corps 5 (33,3%) 
Had little or no effect on the quality of Cadet 

Corps and the Academy Program 0 (0.0%) 
Hindered accomplishment of the Academy Program 1 (6.7%) 
Program conceptually good has vacillated in 

policy too much since its inception to gain 

a solid footing in the overall scheme of 

things 9 (60.0%) 


Response - Since I was connected with the program for only one 
year, its first year, my answer is based primarily on hearsay 
and limited observation of the product (recent graduates). You 


should perhaps, discard it. 


Response - (Referring to #3 above) My own opinion of the purpose 
of the Academy. This opinion has proved to be the minority 


however . 


Response - After only the first year of the program, it was 
hard to evaluate. The cadets certainly did not like the program 
or the company officers as a whole, but I don't feel that we 


hindered the Academy program, 


Response - 1 want to indicate "yes'! for the first item but can't. 
It has been successful in improving "some" of the Corps. What 


percent, I don't know. It could be so much more. 
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Item 15 - To what degree does the Company Officer Program 
rely on the support of other department for effective mission 


accomplishment? 


Response - Since the Academy is in the business of educating 

men as well as producing officers, the academic and company 
officer systems are inseparable, Failure in the one area effects 
the other to a marked degree, By "failure" I mean on the part 

of the administrators, instructors, company officers, and more 
particularly department heads, and the Superintendent. For many 
of us the Academy is the first relatively large orgainzation we 
were attached to. The necessity for strong leadership and 
direction from the top becomes painfully clear there, By "top" 

I refer to the Superintendent. He in fact has to be the boss 

and everyone must know it. Chains of command which actually 
skirt the Admiral to Headquarters have decidedly poor effects 

on the entirety of the organization and the most damaging effects 
are felt in the company officer program with the cadets, If 

the Commandant of Cadets is properly reporting only to the Admiral 
and some other department head has a continual straight line into 
Headquarters we can never expect company officers to be very 
effective because they will be hamstrung with the cadets. 
Individual department heads become defensive and start looking out 
only for their'own bailiwicks and do not then act in the best 


interests of the organization's objective - that of producing 
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Coast Guard officers.  incoasistency in lower level policies 


results. 


Response - Other departments must cooperate wholeheartedly with 
the system, This is particularly true in the conduct area. 


Any program must be enforced by all members of the Academy staff). 


Response - To a great degree, The leadership training and 
disciplinary standards established by the Company Officers 
(i.e. Commandant of Cadets) will be for naught unless all 
others at the Academy give this wholehearted support, 
Further, other departments must assist the Company Officers 


in identifying problems (individual and collective/general). 


Response - (1) Informing company officers of cadet attitudes 
in their respective areas of responsibility, and 
(2) Areas and opinions as to why a cadet is 


experiencing difficulty. 


Response - Information gained from other officers, instructors, 
and coaches is invaluable in individual counselling. Their 


Cooperation is therefore imperative, 


Response - To a very small degree with the exception of 
consulting instructors for purposes of academic interviewing 


and counselling. 
Response - I feel that the company officer and the academic 
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staff members are co-contributors to the end product. Neither 
can complete the job alone. In this way the system is dependent 


on the academic staff for at least 50% of the end product. 


Response - Feedback from instructors is necessary regarding 
individual cadet attitudes and performance in class, appearance, 
and conduct. This year particularly the company officer cannot 
observe the standards of dress of the cadets, This would appear 
to be approaching the point of reducing the discipline aspect 
of the company officer's function. It in fact results in 
ttoripes'! from instructors that our Division is not doing its 


job. Education of instructors is lacking. 


Response - It will only be effective if the entire staff is 


working toward the same goals. 


Response - A great degree. All departments are interrelated in 


producing an end product - commissioned officers! 


Response - Training in leadership and discipline should be 
universal throughout the Academy. Instructors should not 


divorce themselves from maintaining disciplinary standards. 


Response - The first year of the program we were sort of 


"on our own." I don't think we relied on other departments, 


Response - 100% 
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Response - No more than any one department needs the cooper- 
ation of any other department. The Superintendent had failed 
to draw other officers and faculty into the "whole cadet" 
idea, All must train! - both academically as well as in the 
military sense, even if the military aspects do not appear to 


mesh well with the perceived primary mission of the department, 


Response - Relies on both academic and athletic departments 


to a significant degree. 


Item 16 - In your opinion, does the system gain sufficient 
support from other departments? 


YES's - 7 (46.6%) NOts - 8 (53.4%) 


Response - Staff members from other departments seem to feel 
that they have no responsibility towards cadet training except 
in their particular area. I suppose that this tendency could 


have been expected when the system was instituted. 


Response - Sufficient support is given by Academy graduate 
officers. From most instructors and coaches - noi I do not 
feel that the concept of the duties and responsibilities of 


the company officer are understood by these others, 
Response - Most instructors refuse to place cadets on report. 


Response - Instructors and coaches must not only understand 


the methods and goals of the Cadet Administration Division, 
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but follow and enforce the regulations endorsed and published 
by the Superintendent. There presently is little understanding 
of either, Instructors quite often hesitate to enforce 
regulations (which are binding on cadets and staff alike) 
because they feel it inhibits a healthy classroom atmosphere, 
When some do and some do not, it does inhibit that atmosphere 
but the solution is not to eliminate regulations altogether 
from the classroom! Company officers ideally should maintain 
the "privileged communication" circuit which is adversely 
affected under these conditions by their role as disciplinarian, 
The ideal solution is to have first class cadets assume this 
role; however, they are cadets among classmates in an inperma- 
nent lineal list, and will never, I feel, be as strict as the 


administration will desire. 


Response - A purely subjective and argumentative question 


which I cannot answer - truthfully. 


Response - Some instructors feel that their relationship with 


the student is hampered if they hand out demerits. 


Response - Cannot tell since I was in the program for only 


one year, 


‘Response - Qualified by time frame: About 19 I felt 
that lack of understanding by all concerned contributed to 
non-cooperation (company officers as much at fault as others). 
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However, by 19 cooperation had improved with the exception of 


the P.E, department. 
Response - No. But the cause is at the top. 


Response - Depends almost completely on their support. Unless 
there is complete confidence in the system, at all levels, and 
mutual support, including the free exchange of information and 
ideas, the Company Officer will find himself isolated and operating 
in a vacuum with neither the tools nor the information to perform 


his tasks. 


Response - Not much, Cooperation among the departments, yes. 


But as for support, otherwise - not much, 


Item 17 - How significant is the role of the Cadet Administration 


Division relative to each of the other departments at the Academy? 


Response - Very significant since much of the scheduling of 


essential functions is done in the Cadet Administration Division. 


Response - The main (and perhaps only) purpose of the Academy 
is to train Coast Guard officers. Cadet Administration is what 
differentiates the Academy from a civilian college. In this 


sense Cadet Administration is the most important, 


Response - While no department is insignificant or unnecessary, 


the Cadet Administration Division is the most important, It is 
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the essence of a military academy; otherwise we could as well take 
graduates of civilian schools, commission them and do away with 
the Academy. It is the Cadet Administration Division that makes 
our graduates military men rather than just educated men or 


athletes. 


Response - Equal in importance to the academic and athletic 


departments. 


Response - (The Cadet Administration Division is) the most 
significant in the development of an effective officer (versus 


a scholar) which I feel should be the primary aim of the Academy. 


Response - The Cadet Administration Division is the hub of 
all activity at the Academy. Other departments are spokes of 


the wheel with the focal point in our division. 


Response - During my period I felt that we were considered 
equals of the academic departments and shared influence as 
such, on decisions affecting cadets and/or the Corps. All 


other departments were, in a way, subordinate. 


Response - I feel that this Division, charged to prepare a 
cadet for military life, should be emphasized 60% compared to 
40% for academics. I believe the emphasis is now less than in 
former years yet is still the predominant factor of cadet life. 
The inconsistency of basing final class standing (linear number) 
on academic performance is incongruous with this view and I 
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feel it should be changed. 


Response - The Academy could not operate if any department 


were just eliminated, 


Response - With respect to producing an end product (CG 
Officers), I feel it is very significant. In regard to 
significance per se, or importance for the sake of importance 


itself, I feel the question to be purely argumentative, 


Response - It is a major department in the training role and 
would preferably be a center about which other departments 


operate relative to the cadet, 


Response - Don't know, However I feel it should be high, since 
the mission of the academy is to '"make'' CG officers and not 


primarily to educate young men. 


Response - On a par or somewhat above, but losing ground all 


the time. 
Response - Equal in significance but not all important, 


Response - It is undoubtedly the most important of roles at 

the Academy if it were properly used. It is far more important 
than any academic course, for it is in the Cadet Administration 
Division that cadets should learn the military way. If a cadet 
does not get this at the Academy then we (the Academy) have no 
reason for existence. 
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Response - Equal to - more important than some, but all are 


needed. 


Response - Equally significant with the academic. 


Item 18 - In your experience, did you find that Academy 
personnel had an adequate appreciation of the role of the 
company officer? 

YES's - 4 (26.74) NO's - 11 (73.32) 


If NO, how can the situation be improved? 


Response - Make them a company officer. 


Response - Better intradepartmental communications concerning 
goals and duties. Through instruction concerning responsibilities 


of all officers towards cadets. 


Response - While support was good, appreciation of the role 
seemed poor. Therefore education of other departments in the 
role of the Cadet Administration Division is required, This 
of course, further requires that the role be clearly defined 


and firmly established. 


Response - Use only Academy graduates as instructors! These 
men should be trained in the field and educated in their 


subject before being assigned. 


Response - The situation can be improved through better indoc- 
trination of instructors upon reporting to the Academy, 
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Cooperation of department heads with the Commandant of Cadets 


is vital. 


Response - I don't know. Publicizing what I think is currently 
done is admitting acutal job emphasis to be approximately 30% 


to the primary job and 70% to collateral duties, 


Response - With strong leadership at the top and clearly defined 


specification for the end product, 


Response - Once again - a purely subjective, argumentative 


question which I cannot answer! 


Response - Yes, if the Superintendent would place more emphasis 


at the beginning of each fall term. 


Response - Brief each new officer assigned on our mission. The 
Assistant Commandant of Cadets to conduct the briefing. Get 
Department Heads to cover it also in their departmental briefing 


each year. 


Response - By distributing a copy of the cadet regulations to 
each Academy officer and civilian faculty member and by demanding 
that they be familiar with and enforce them, We are forever 
getting calls from officer and civilian staff members asking 
questions which could clearly be answered if they read the 


regulations. 
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Item 19 - What significant changes took place affecting the 
Company Officer Program during your tour? How would you evaluate 


those changes? 


Response - Closer inter-class relationships were permitted. 
I was not a company officer long enough after the change to 


evaluate its significance, 


Response ~- Placed more responsibility in the hands of the cadets 


- excellent! 


Response - The program was in formulative stages only. Its 
growth pattern seemed good the first year - moving in the right 


direction. 


Response - 1 feel that no real changes took place in the 
program. However, there were changes in attitude at the 
Superintendent level which directly effected the success of 
the program. To be specific... .the support given by him, 

If he was right down the line the program was more effective, 
If he vacillated in dealing with the cadets, the effectiveness 


of the company officer program was retarded. 


Response - Continued deterioration of the effectiveness of the 
company officer due to excessively liberal policies toward 
cadet conduct standards.  Imbalance in stress placed on 


academic areas and not enough on the military aspects. 
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Response - Less direct contact with cadets through downgrading 
of daily inspections by company officers. More meetings to 
discuss ways and means to effect new policies. More direct 
responsibilities for cadet leaders. The most beneficial is 
the direct responsibility for cadets to deal with only major 
problems. However, the barracks have deteriorated because of 
less frequent inspections by company officers and the first 


class is prone to slack off on the minor regulation infractions. 


Response - Because 1 participated during the first two years 
of the program no meaningful answer to this question can be made, 


It took us more than a year to settle down on a specific program, 


Response - For first year of my tour compared to understanding 
of company officers as a cadet; 
Counselling function - increased, cadets seen more often 


Disciplinarian t - decreased, company officers inspect 
only once each week 


Intercompany athletics - support by company officer decreased 


Clerical load - increased. 


Response - We reorganized the Corps from a Battalion set up to 
a Regimental organization and deemphasized close control over 
the first class cadet officers. Evaluated as good policy change 


affording better opportunity for leadership development, 


Response - The most significant is the most recent - that of 
"stepping back! and allowing the first class cadets to have 
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much more responsibility. If the system remains intact it will 


be a great asset when 1968 reaches their first class year. 


Response - Orginally, the task of the company officer was 

"to command a cadet company." This changed to "administer a 
cadet company! without a formal written change in the mission. 
Evaluation: The company officers lost their sense of direction, 


lost initiative, and effectiveness fell off. 


Response - A near complete transfer of responsibility from the 
company officer to the cadets. The idea is good but at the 
same time all supervision by the company officers was removed. 


Being "popular" now is the rage ~ rather than being "respected." 


Response - The major change during my tour was the inception of 
the system. Company officers were put on a full time basis. 
We had one half of the 00D!s being stood by company officers. 


These changes improved a vacillating system of Cadet Administration. 


Item 20 - Do you feel that Company Officer are sufficiently 
highly selected to best serve the mission? 


YESts - 12 (60%) NOts - 8 (40%) 
Response - (To a YES reply) - based on a very limited observation, 


Response - (To a YES reply) - Except that longer commissioned 


service would be desirable. 
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Response - (To a NO reply) - I don't believe they are any 


more highly selected than any other billet in the Coast Guard, 
Response - (To a YES reply) - for the most part. 


Response - Usually. 


Item 21 - Do officers assigned as Company Officers reach the 
billet at the proper stage of their careers? 


YES!s - 18 (90%) ۱0۲ 5 - 2 (10%) 
Response - (To a YES reply) - most do. 


Item 22 - What would you consider to be the ideal background for 


potential company officers? 


Response - (summarized) - Two years on a large vessel in routine 
JO billets, qualified whatchstander at sea and in port, A year or 
more at CO of either a loran station or a 95-footer, and if 
possible duty at a base or in a District Office. He should have 
been an outstanding performer not only technically but administra- 
tively as well. He should have asked for duty involving training 
of cadets and be highly oriented toward a service career 

because he fundamentally believes that being in uniform is a 
necessary and honorable way of giving an accounting of one's self 
in life. He should have the ability to express himself well so 

as to be able to express his prime motivations through normal 


daily discourse with cadets. Essentially, as best can be determined 


101 





















' ka E 
CI ral a VC RS UES o 










y ው 





Y 
۲ ከከከ ይዘው 4 “ inia i 


7۱ Mi: aC SÊ 


በ D 
0 Û 
. - - 


ê P i DENEN CECT uZ P C LA 


En Š Tı 5 ee 3 La Kä 
۰ 


የ p ا‎ 
۳ I î e LEI 7 < AM 


፪7 916 Ñ y 1 > AN ú SA 54. 
~~ 


140 area REIL 


a ei ` Këpp ` 
۱۳۰۱ 9۰ ۰ فشک‎ — D 





5 


vi Miia 
t5 need 


Ben TS IS 


"i9 3 06 ۱ 


Las 人 人 
ZI as ved 

-— 

FSO 

9 Ain 


TII 





ah 





at this stage, he should be identified as being future top 
leadership material. In this connection, the tour of duty at the 
Academy is too long for shore duty. Many young officers are 
married into families in the area. Prime motivation for asking for 
Academy duty after three or four years at sea might rather come 
from the wife rather than a sincere desire to instill the meaning 
of a career into the minds of cadets. And most definitely, 

filling billets of company officers should be given utmost 

care and consideration - much more so than for instructors as is 


presently being done, 


Item 23 - In your opinion, were/are there any organizational 
structure weaknesses now or formally existing in the system? 


If so, what were/are they? 


Response - A lack of authority of the Company Officer over 


disciplinary problems that arise. 


Response - The Assistant Commandant of Cadets should be THE 
reporting senior for the Company Officer. He is however, too 
much tied down with paperwork. Solution - establish an 
"operations" billet to relieve the Assistant Commandant of 
Cadets of many of the planning and programming collateral 
functions within the department, Make him a voting member 

of the Executive Board and have testimony recorded by a YN. 

Use him to help balance the Board which is now greatly out of 
balance. For example, by having both the Director of Athletics 
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and the Head of the PE department as voting members, plus all 
academic department heads only two of which are regular Coast 
Guard (operational) officers, the operational Service is 
getting (quite naturally) the short shift in the management of 
cadet training. Since people are human with human imperfections, 
they tend to seek decisions favoring departmental objectives 
which might be to the detriment of the overall Academy mission, 
One need only look to what has happened at the Navy and Air 
Force to see this. 1 would predict that unless some changes 
take place very soon at our Academy, that we in the Coast Guard 
will be suffering a continually deteriorating retention problem 
among our junior officers. In the Coast Guard we have a much 
better opportunity to control this because nearly all of our 
career officers are Academy graduates. Even if we accomplished 
little else (which is taking it to the extreme), we should 
first and foremost sell our cadets on a service career, 
Competition for popularity among staff members is definitely 
not the way to do this. If anything, we are selling the cadets 
on civilian careers, teaching careers, or the benefits of being 
specialists (commissioned professors, etc.) first, and line 
officers suceeding to command second, What is needed is 
honesty up and down the line and stop telling the Commandant 
how wonderful things are at the Academy, What is happening there 
now is what had previously happened at most Ivy League schools 


some time ago, followed recently by the military academies, One 
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will note the recent backing off from emphasis on athletics 

for instance at Harvard, Princeton, etc. and reemphasis on their 
primary function - scholarship. In our case the primary function 
is instilling desire for service and training for fitness for 
service in the "real" Coast Guard, The Commandant of Cadets 
badly needs an "officer rep" in the PE department - not for 
training cadets but for training the PE department, We are 
gradually building "winning" athletes and "losing" CG officers. 
The horror of this lies in the fact that the people who should 
speak out can't without jeopardizing their careers. Even the 
Admiral is placed in this peculiar position. It would be like 
speaking out against motherhood. What must be recognized is 
that what is happening is not somebody's diabolical plot for 
empire building but a most natural occurrence arising out of 
expansion which, again quite naturally, was not previously 
envisioned, What we must hope for is an enlightened Commandant 
and an enlightened Superintendent who can take control en toto 
in fact - not just on paper. Without the former, the latter 
may not exercise full control. Pardon me for going on like 

this - I probably won't be the only one but remember to respect 
our confidence if these remarks are incorporated into your 
thesis, I should think some people would take exception to them 
- at least initially, until they think about it a bit. I do 
not intend to take pot shots. I too firmly believe we have 


crackerjacks as Athletic Director and Dean, but they're not being 
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used in the CO's ınterest ፦ and so left to use themselves in their 


own best interests. The two are not synonymous. 


Response - A lack of authority of the company officer over 


disciplinary problems that arise, 


Response - Formally there was a dual chain of command but 


that was alleviated this year. That was the main weakness. 


Response - No opinion on this. 1 feel that the organization at 
the start of the program was good, I'm not sure how it's 


working at present, 


Response - Presently the company officers are staff workers 

for the Commandant of Cadets and prepare a sufficient amount 

of departmental work to occupy a great deal of their time. This 
is work that must necessarily be done. But I believe the present 
staff organization should be two-pronged under the Assistant 
Commandant of Cadets; one the one side an operations officer 

and two staff assistants (a LT and LTJG), and on the other the 
Six company officers. I think this will become more obvious 


with the added expansion of the Corps anyway. 


Response - The Commandant of Cadets should be on an equal 
level in the chain of command with the dean but senior to 


all department heads. I do not believe this is now the case. 


Response - No, 
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Response - In the past, before present day conferences, 


communications were lacking in the dual chain of command, 


Response - None 


Response - Yes. 1 feel that the organization should include 
and operations/plans outfit off to one side of the Assistant 
Commandant of Cadets as a staff function. This would free 
Company Officers of the time spent in areas of Summer Program 
Plans, cadet movements, etc. Possibly one officer and one 


enlisted man could handle the job. 


Response - There are now! The Assistant Commandant of Cadets 


effectively has been downgraded to the cadet level! 
Response - No truly significant weaknesses. 


Response - The role of the Assistant Commandant of Cadets in 
relation to the Company officers was not clearly defined. The 
authority of the Company Officers over cadets was not firmly 
established. (It was perhaps, too early in the program for that; 


it whould be well established by now). 


Response - Most assuredly. The top management of the Academy 
is not balanced in the best interest of the operational Service, 
For example, everyone would naturally give lip service to the 
premise that the Academy's reason for existence is to provide 


a militarily trained product to serve ultimately as the heart 
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of the Officer Corps. But here the Executive Board is entirely 
out of balance between the military, the athletic, and the 
academic sides of the house. One would have to be naive indeed 
to not recognize that any individual tends to act in his own 
best interests - even when his motives are high, The very first 
move to correct this would be to reduce the Board content to as 
follows: 

Military - Commandant of Cadets and his Assistant 

Academic - Dean and senior department Head 

Athletic - Director of Athletics and Head of the 

Physical Education Department 

All of the above should be voting members plus the Admiral 
whose very job requires administrative skill in overseeing the 
total organization objectives. One must remember that the 
Superintendent is a mere man and as head of an institution which 
is academic as well as a military training command he has at the 
least, a difficult time of it. He does not have the benefit of 
the usual past experience of a college president and so must 
rely on his academic advisors to a considerable extent. 
Academicians build personal reputations on the scholarship of 
the institution to which attached. They would naturally tend to 
optimize in this direction. So too for the current management 
in the athletic area. Neither can be expected to act at all 
times in the best interests of the long range goals of the 


Academy. In this regard one should note that for purposes of 
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ought have no meaning - only the position a 


the Board rank 


particular officer occupies. Under the present set up the 


Board is, beside the voting imbalance, psychologically loaded 


against the Commandant of Cadets. It's pretty tough to be a 


loner - even when you're right! 


Item 24 - What would you consider as the beneficial features 


of the Company Officer Program? (List in decreasing order of 


importance) 


Response - Eliminated poor prospective officers - a negative 


but essential job. 


Sells the Coast Guard. 
Leadership 


Counselling made possible 


The assignment of officers to the primary duty 
to instruct and supervise military training. 
The fact that there is one officer who is 
interested in and familiar with all aspects of 
cadet performance, He has (or should have) the 


full and accurate picture, 


Better guidance for cadets 
Closer observation of cadets progress in 
leadership. 


Better overall cadet evaluation, 
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Response - (1) 
(2) 
(3) 


Response - (1) 


(2) 


Response - (1) 
(2) 


(3) 
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Provide cadets with better opportunity to 


learn about duties and life in Coast Guard. 


Weeding out weak or undesirable cadets early 

in the four years. 

Counselling and guiding those who can benefit 

from it. 

Only remaining bastion of military and disciplinary 


aspects. 


The opportunity to demonstrate a heartfelt 
desire to make things better than they are. 
To motivate cadets towards excellence at an 


early stage of their service career. 


Close supervision of the Cadet Corps adminis- 
tered by the first class 

Elimination of "hazing," study hour "businesses," 
etc, 

Identification of the poor cadets. 

Counselling opportunities, 


Meaningful reports to the Executive Board. 


(4) 


Response - (1) 


(2) 


(3) 


Response - (1) 


(2) 


Response - (1) 


(2) 


(3) 


(4) 
(5) 


Response - These included: Freer exchange of ideas and information 


with other department; attempts to inform all departments of the 


purpose and mission of the Company Officer Program; increased 


reliance on first class cadets for discipline and control; modif- 
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ication of the "fourth class system"; greater reliance on Company 
Officers for performance of their missions; the establishment of 
firm criteria for selecting regimental officers; the recommendation 
(not implemented) to establish a "Commandant of Cadet!s List" 


(similar to a Dean's List but for military excellence). 


Response - We changed or almost changed from a limited military 
system to one which is even less military (hardly seems possible 


that this could happen but here we are). 


Response - (1) Formalization of an adaptability rating; eval- 
uation and separation procedure, 

(2) Increased emphasis upon the Company Officer's 
role in the conduct of the Academy's mission, i.e, reliance on the 
Company Officer at Board meetings, assignments as cadet advisors 
for extra-curricular activities. 

(3) Establishment of the Cadet Activities Fund and 


the machinery of its operation, 


Response - They could be innumerable but they aren't, 
For examples (1) A cadet could be trained to be a military man, 
(2) He could aspire to be a competent CG officer 
like his Company Officer. 
(3) He could develop a real desire to "get out and 
serve,'t 
(4) He could be self-disciplined to want to make 
himself, the Academy, and the CG better in everything that he 


sees or does. 
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(5) The Company Officer could teach a cadet to 
respect !!Honor, Loyalty, and Duty." 


(6) Etc. 


Response - A graduate who is better fitted to take his place 

in the officer Corps. He is more likely to be a contributor, 

act only as a learner in the beginning. I would say, the 

graduate of today is an officer, not a postgraduate cadet - thanks 


in great part to the Company Officer System. 


Response - (1) Increases meaningful educational, training, and 
administrative experiences of the cadets, 
(2) Provides meaningful data for cadet evaluations. 
(3) Affords Company Officer valuable experience for 


command early in his career, 


Item 24 - Do you consider the billet of Company Officer to be 
MORE, LESS, or EQUALLY significant to the Academy mission 
relative to other billets at the Academy calling for LT rank? 


MORE - 13 (655) LESS = 0 EQUALLY - 7 (35%) 
Response - The "most" important. 


Response - More than any other billet it molds attitude and 
leadership characteristics and detects military aptitude or 
lack of it. 


Response - I served as an instructor before assignment as company 
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officer and 1 feel that both contribute equally to the end 
product - each in a different way, The "whole man" is what 


the Coast Guard is interested in. 


Response - The Company Officer represents maximum officer face 
to face contact opportunity with cadets. He makes an impression 
one way or the other in greater proportion than any other junior 


officer type. 


Response - The most - and therefore we need the best, most highly 


motivated and dedicated officers for assignment in this billet, 
Response - Without question — THE most important JO billett 


Response - Without a doubt - much more significant. Those officers 
must be peeled off the top of the heap. = out of the hide of the 
operational Coast Guard if necessary. The marginal return per 
talent invested in this billet beats that of any job in the Coast 


Guard for junior officers? 


Response - The Company Officer billet is more significant because 
the officer who fills it must be better-rounded, of high all- 
around ability, in all areas of service life than his contemporaries 
filling billets where specialization in one or two academic fields 


may be the controlling factor. 


Response - Primary effort (mission) is to produce officers - 


education and amenities come after leadership and maturity. 
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Response - The Company Officer teaches the military way of life 


(theoretically, that is). 


Response - Academics are fine, but our young input "requires" 


molding into officers, 


Response - Contact hours with cadets are generally more - thereby 


exerting a greater influence on the individual cadet, 


Item 25 - Relative to other billets to which you have been assigned, 





do/did you find the Company Officer billet to be: (Choose One) 


CHOICES NUMBER CHECKED 
More challenging than most 4 (26.7%) 
Equally challenging with one or more 9 (60.0%) 
Less challenging than most 2 (13.3%) 
Most challenging 0 (0.0%) 


Item 26 - Was/Is the clerical staff in the Division sufficient? 


YESts - 5 (33.3%) ۱0۲5 - 10 (66.7%) 


Editor's Comment; Plus nine written comments, seven of which 


indicated a need for clerical help. 


Item 27 - How do you view the !!dual chain of command!" (i.e. cadet 
company commander through company officer to Comdt of Cadets, 


and company through regiment to Commandant of Cadets)? 


Response - Essentially good. The cadets should have some contact 
with the top administration of the Academy. 
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Response - No good. This year (1964-'65) it does not exist. 
Cadet chain to the Commandant of Cadets is all that is in use. 
The cadets run the Corps directly with the Commandant of Cadets, 


Company Officers are advisors only - big improvement over past. 


Response - No regimental organization during my tenure; however, 
the thought of two chains of command alarms me since it megates 
the purpose of the chain and undoubtedly produces conflict in 


policy and performance. 


Response - No problem. However, it does require supervision 

at the Commandant of Cadets level to insure that neither the 

the regimental commander nor the company officer is by-passed 
when he shouldn't be. Is consonant with the idea that company 
officers are "staff assistants" (which is what I think we were) 
to the Commandant of Cadets, Also requires regular briefing by 
the Commandant of Cadets to Company Officers. If the latter were 


not done there would be BIG PROBLEMS! 


Response ~ Poor! It happened too many times that the Company 
Officer didn't know what was going on in the regimental policy 
business or why. A position of a commissioned officer between 
the Assistant Commandant of Cadets and the Company Officers would 
help here, This officer, free of much of the paper work of the 
Assistant Commandant of Cadets should work directly with the 
Company Officers and report (for this area only) direct to the 


Commandant of Cadets. Regimental (cadet) officers should also 
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report to this additional staff assistant, 


Response - The 'dual chain'! as we in existence previously has 
been altered greatly by the use of frequent staff conferences 
and the gradual clearing up and the organization's arrival at 
what a company officer should be, It is not that much of a 


problem, 


Response - Posed no problem to us since the communications 
between the Commandant of Cadets and the Company Officers was 
excellent, Generally I felt we were in accord on policy matters 
to the degree that the possible source of friction (i.e. cadets 
going over the heads of the company officers) simply did not 
exist. I can see that if this rapport between the Commandant of 
Cadets didn't exist, or if an immature company officer is 
involved, problems could result. Relative to the latter I would 
note that the same problems could result if rapport was lacking 


between the Commandant of Cadets and the Superintendent, 
Response ~- Presently I see no conflict. 
Response - Has worked better this last year than previously. 


Response - No problem as long as the matters rightfully transmitted 
by each respective chain arc differentiated and limited to the 


proper chain. 
Response - Has been virtually eliminated due to staff meetings 
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(2 per day). First, Company Officers with Commandant of Cadets, 
and second, same with addition of the Regimental Commander, 
A11 word is passed at the same time, having been discussed at the 


earlier meeting. 
Response - 1 dontt like it but haven't though of any alternatives. 


Response - With disdain! Let's put the Company Officer back as 


the commander, 


Response - The Commandant of Cadets should have few day to day 
decisions to make. If he would hold up the Cadet Regulations and 
say to both cadets and company officers alike that this was his 
policy the amount of special requests would be considerably reduced, 
The Assistant Commandant of Cadets should have the authority to 
grant or not grant most requests. I would recommend the chain 

of command to bes Regimental Commander to Assistant Commandant 

of Cadets to Commandant of Cadets. The Assistant Commandant of 
Cadets should be functioning as the executive officer like on 


board ship. 


Response - Necessary but dangerous. Must be carefully handled by 


Commandant of Cadets and his assistant. 


Response - I see no objection - the Company Officer must see that 
it works, i.e. realize he ''suggests" and only moves in when things 


really fall apart. 
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Response - It exists and should continue to exist unless the 

whole concept of training is to undergoe a radical change. The 
Company Officer should, as far as is practical, liaise, i.e. guide, 
counsel, and exhort, in an effort to direct the chain of command 
through the Regimental Commander. Failing in this he must step in, 
At any rate ultimate responsibility rests with the Commandant of 


Cadets. 


Response - It is ok - same idea as on a CG unit - duty officer versus 


division officer chain versus collateral duty responsibility chain. 


Response - Complicated organizationally, but affords cadets experience 


in military command and responsibilities to a high degree. 
Response - It is entirely satisfactory if properly used. 


Item 28 - If you served in both an instructor's billet and the 
billet of a Company Officer, which of these was: 


COMPANY OFFICER INSTRUCTOR 


More clearly defined O (0.0%) 7 (100%) 

More challenging 5 (71.4%) 2 (28.6%) 
Demanded more of your time 5 (71.4%) 2 (28.6%) 
Was more personally rewarding 5 (71.4%) 2 (28.6%) 


Item 29 - Choose one of the following as that which most clearly 
describes your concept of the most efficient organizational 


structure for the Cadet Administration Division: 
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(a) No. Checked Comdt of Cadets 


9 Asst Comdt of Cadets 
۱ . 
(45.0%) Company Officers 
(b) No, Checked Comdt of Cadets 
7 (35.0%) Asst Comdt of Cadets 
lst Batt Co. Officer 2nd Batt. Co. Officer 
Other Batt Co, Officers Other Batt Co, Officers 





(c) No. Checked 
Comdt of Cadets 
0 
Asst Comdt of Cadets 


Senior Company Officer 


Other Company Officers 


(d) Other than stated. The best would bez: (Please indicate) 


No, Checked 





3 
i 
(15.0%) 
(Checked - 2) Comdt of Cadets 
Asst Comdt of Cadets 
2nd Batt Co, Officer Operations 1st Batt Co. Officer 
Officer 

Remaining Co, Officers Remaining Co, Officers 
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(Checked - 1) "For Military Training" 
COMDT OF CADETS 
Set policy only - details Asst Comdt of Cadets 


carried out by Asst Comdt 1 Company Officers 


of Cadets and Company 


Officers 





Additional Responses; 


Response - (Regarding (a)) - As long as there are no more than 


six or seven companies. 


Response - (Regarding (a)) 


For present size of regiment. 


(Regarding (b)) - If we go to 8 companies. 


Response - (Regarding (b)) - Parkinson's Law 


(Regarding (c)) - What is a senior Company Officer? 


Item 30 - The Company Officer Program has now been in effect about 
seven years. At the 2-year point LCDR John D. COSTELLO USCG 
conducted a study of the system. In part he concluded that at 
that point in time the system had achieved a kind of "cautious 
acceptance!" within the Cadet Corps. Would you say that as of now 
or at the conclusion of your tour (please indicate year) that 


this conclusion still holds true? If not, how would you modify it? 


Response - My tour ended at the one-year point. I would term it 
then "an unnecessary restraint," 
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Response - My tour was concurrent with Jack Costello's and I agree 


with him, No knowledge since, 


Response - I would conclude that as of 1962 the Cadet Corps had 
"resigned itself! to the fact that the Company Officers were 


here to stay. 


Response - 1963. At the end of my tour I felt the program was 
generally more accepted by the Corps than when it began. I felt 
this was more true in some companies than in others. The degree 
of acceptance seemed based upon the manner in which the respective 
Company Officers conducted their program. Wide disparity seemed 


to exist, 


Response - 1964, By June of 1964 the system had reasonable 
acceptance, At present (April 1965) the Company Officer position 
has been reduced to one of pure and simple paperwork. The only 


effect he has on cadets is personal influence - none through title 


or position, 


Response - January 1964, I would remove the word "cautious." At 


that point the system was accepted. 
Response - 1961, Accepted as part of the system. 


Response - 1963. The system has been thoroughly accepted by the 
cadets, They still do not understand thoroughly the Company 
Officer system mainly because the guidelines set up have been vague 
and unstable. 
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Response - 1965, There is definite acceptance of the Company 
Officer system in effect. The cadets accept us; they try to 


find ways and means of improving "our" image. 
Response ~ 1965. More acceptable. 
Response - 1965, Accepted as disciplinarians only! 


Response - 1965. By the first class, yes. By the under class, no 
- due to fear and lack of understanding of the Company Officer's 


function, 
Response - 1965. Yes, 


Response - 1964. In my opinion, it has been accepted by the Cadet 


Corps as of 1964, 


Response -~ 1962. I think the acceptance was better than just 


"cautious" by this time, 


Item 31 - The assistance of the Academy psychologist has been 
utilized in varying degrees for both statistical reasons and for 
counselling., In your experience, would you say that this avail- 


ability has beens 


Indispensable - 4 (21.1%) 
Quite helpful - 8 (42.1%) 
Somewhat helpful - 7 (36.8%) 


Negligible - 0 (0.0%) 
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Response - Limited only by the man's other tasks. 
Response - Mostly for statistical purposes. 


Response - The man tends to be overloaded. But I found that when 
he could spare the time, he was a veritable wealth of good sound 
advice and assistance to the Company Officer. Also the Company 
Officers can (and should) be of great assistance to his Machine 
Records section by giving due time and attention to the 
"organization" of adapt polls and later insure (if the records 
people themselves do not make errors) that poll results will be 
available on time. It definitely takes planning. The machines 
can't: think. They can only perform the earlier thinking done 

by humans but many times faster and many times over. My feeling 
is that we need a "clinical" psychologist on the staff for our 
real problem cases and free CAPT Williams for statistical research, 


admissions duties, and statistical advice. 


Item 32 - With regard to the statistical and other records made 
available through the psychological testing program, has that 


information been: 


Indispensable - 2 ( 9.5%) 
Quite helpful - ll (52.44) 
Somewhat helpful - 4 (19.02) 


Negligible - 4 (19.0%) 
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Item 33 - With regard to the staffing of psychologists for 
counselling purposes: Would it help/have helped to have 
additional psychologists designated specifically for this 
purpose? 


۷۵5۲5 - 11 (57.9%) NO!s - 8 (42.1%) 


Item 34 - In general, with regard to your cadets, what degree 
of correlation have you found between indicated characteristics 
and tendencies of the initial psychological tests and subsequent 


cadet performance? (Choose One) 


Result: 20% - 1 70% - 2 AVERAGE - 64.5% 
40% - 1 80% - 4 (of 11 responses to 
50% - 2 90% - 1 the question) 


Added Remarks; 
Response - Too much time elapsed to comment, 
Response - I can't answer this one, 


Response ~- Can't choose., I do not ever remember seeing the 


results of the psychological tests. 


Response - These results were only available on request. 1 had 


only checked on 3 cadets. 


Response - Unknown, 


Response ~ Don't know, 
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Response - Can't dol 
Response ~- Don't remember, sorry. 


Item 35 - Through the Company Officer Program much more pertinent 
information regarding each cadet is available. As a Company 
Officer you have had the responsibility not only to assist in the 
accumulation of much of this data, but also to compile it, 
summarize it, and present it by personal appearance before the 
Executive Board. Your opinions were frequently solicited. In 
your experience, was it your impression that your opinions (with 
regard to the final decision of the Board) were weighted: 


(Chooses One or more may be applicable) 


Result: Heavier than the record - 7 (33.3%) 
Equally with the record ፦ 6 (28.6%) 
Less heavily than the record  - 4 (19.0%) 


Often considered neither as 


being pertinent - 4 (19.0%) 


Item 36 - Strictly in terms of the mission, the ideal tour length 


for a Company Officer should be: (Choice of 1 through 5 years) 


Result: l Year 2 Years 3 Years 4 Years 5 Years 
No, Checked l 0 10 10 0 


Item 37 - From the personal viewpoint, the ideal tour length for the 
Company Officer should bes 
Result: l Year 2 Years 3 Years 4 Years 5 Years 


No, checked: 0 1 9 4 0 
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Item 38 - Were you a cadet under the Company Officer Program? 


YES!s - 4 (26.5%) 1055 - 1 


Item 39 - What experiences in your background best fitted you 


for the role of a Company Officer? 


Response - (1) XO of a CG vessel - However, I believe that CO of 


an isolated station might be better preparation. 
Response - Commanding Officer and Executive Officer experience, 
Response - CO and XO billets of small vessels. 


Response - This is difficult because they are almost all weighed 
equally but here goes: 

(1) Division officer on a 327! cutter, (Most) 

(2) XO of a 125-footer. 


(3) CO of a loran station. (Least) 
Response - Executive Officer on a buoy tender, 
Response - ? I was available. 


Response - I think my assignment to loran duty best prepared me 
for the Company Officer assignment because it gave a year of 


practical experience in the leadership position. 


Response - First as a cadet in the position of regimental commander 
since I was then able to see the differences between administration 
views and those of the cadets. Otherwise as a personnel and 
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administrative assistant on NORTHWIND and CO of a 95? WPB. 


Response - Loran. 


Response - Of the limited assignments prior to being assigned as a 
Company Officer - my tour as XO of a tender widened my experience 


and general service knowledge the most. 


Response - Loran commanding officer, i.e. working with people. 


Response - ረ 


Response - General shipboard service - shipboard duty - travel, 
Response - Command assignments, 


Response - The normal leadership positions of a typical Coast 


guard officer, 


Item 40 - Did you meet with any professional difficulties or 
frustrations (not personal) that may have hindered your mission? 
If YES, please elaborate, 


YES'!s - 3 (205) NO's - 12 (804) 


Response - (with a "NO" response) Except perhaps that in the 
formulative or planning stage of the program (when I was an 
instructor) there didn't seem to be enough time to translate 


ideas into action, 


Response - I feel that I was not as effective as I might have been 
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in counselling if 1 had had the opportunity for some training 
(in this area) before my assignment. Recognizing the problem but 


being less effective then I might have been was frustrating. 


Response - Lack of common ground with cadets. Ideas of the 
administration cannot be "sold" to the cadets. Their hesitation 
to accept administration ideals whereas many cadets feel that 
all their ideas should be bought by the administration. Cadets 
seem to have no appreciation of the fact that their training is 


best administrated by officers - not by themselves. 


Response - Only my own professional limitations which all officers 


share to one extent or another. 
Response - Many times a tremendous difference of viewpoint. 


Item 4] - Assuming that officers were assigned to the Academy not 
knowing beforehand which department they would be assigned to, 
and given a required choice between accepting an assignment as 
either Company Officer or as an instructor, which would you 
choose? Why? 

Result: Company Officer - 8 (53.4%) 


Instructor - 7 (46.6%) 


Response - I had an interest in mathematics and preferred to 


teach this subject. 
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Response - A counselor's job is more important here and one I 


am more qualified for. 


Response - I consider it (company officer's billet) more important 
and significant to the service, a greater personal challenge, and 


more in the nature of professional work. 


Response - The opportunity for making a more profound effect on 


the ultimate product. (in company officer's billet) 


Response - (with "instructor" choice) The mission is clearly 
defined. Limits of failure or unacceptability are more or less 
standard. The ability of a cadet to be satisfactory is easily 
measured and standards of acceptability are firmly outlined 


by those who judge the instructor. 


Response - (with "instructor" choice) As far as the individual is 
concerned, one’s own ends would be furthered through the additional 
study required in the subject area you would teach plus the 


actual experience of teaching itself. 


Response - Since I have been both I cannot fairly answer this 
question, The instructor can quantitatively measure his accom- 
plishments at the end of each semester. The Company Officer can't, 
- he never really can achieve the same degree of assurance that 

he is “getting through, and yet each of these assignments was a 


satisfying experience to me - one I would take again. 
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Response - (with "instructor* choice) Shorter tour (3 years 
versus 4 years for the company officer), More time available 
to pursue courses for personal benefit while our of contact with 


the operational Coast Guard, 


Response - I don't think I would be able to instruct well but 


the Company Officer job is more of a challenge. 


Response - (with "Company Officer" choice) More freedom of 
thought and action insofar as the "moulding" process of cadets is 
concerned. More chance to make of the job what you want to - 


greater creative opportunity. 


Response - More tangible results. The Company Officer's job is 
by nature frustrating. If you aid in setting a cadet straight 
he generally doesn't recognize your help - only your failures 


make the headlines. (with "instructor"! choice) 


Response - (with "Company Officer" choice) Because of the 
challenge - the opportunity to shape cadet ideas and build 


motivation, 


Response - (with "Company Officer! choice) The feeling of making 


a significant contribution and the prestige, 
Item 42 - General Comments: 


Response - It has been five years since a I was a Company Officer 


and may of my recollections arc a little vague, You will notice 
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that I didn't answer some of the questions for that reason. You 
would be well advised to put less weight on my questionnaire 
than on some of the more recent company officers. 

My biggest complaint of the Company Officer was this: The 
most important function this officer performed was to collect 
enough data on undesirable cadets to enable the Academy to get rid 
of them, This was not what was conceived of at the beginning of 
the program I'm sure, However, at least for me, this is what it 
boiled down to in its practical application. This is a very 
negative approach to life and personally, I would prefer to be 


involved in my positive duties, 


Response - I believe the Company Officer is too involved with 
assignments outside of his main responsibility, The Company 
Officer is not accepted mainly because of the lack of communication 
between cadets and officers, This feeling is one that has been 
passed down through the years. ("Officer's are not on my side 


or have my best interest at heart.') 


Response - The effective, producing officer has a blend of 
technical competence and dynamic leadership ability. It is 
difficult to say which (if either) is more important, and 
probably doesn't matter - because the fact is that both are 
essential if an officer is to serve well, The Company Officer 
Program is the means of providing dynamic leadership ability, 


which itself is a compound attitude, experience, devotion, 
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aggressiveness, and a myriad of other attributes. Therefore a 
firm, productive and recognized Company Officer Program is 
equally important with the academic program of the Academy. 
Without an excellent Company Officer Program the Academy must 
inevitably fall short of its mission to graduate men with 
"honor, loyalty and obedience (and) trained initiative and 


leadership." 


Response - The lack of military procedure and discipline is 
noticeable in recent graduates. Questioning of authority and 
lack of a sense of responsibility is widespread, The cadets 

are essentially little more than college students. They are 
college students in fact and will act in the same manner as 
college students everywhere, But more is required to be a cadet; 
namely, acquiring a proper military outlook toward procedure 


and discipline, A tighter disciplinary organization is necessary, 


Response ~ If I can sum up my feelings about the program I 

think it means to me th moulding of the non-academic portions 
with the academic in such a way that we get a look at the "whole 
man! during the four years, Before we had beautiful quantitative 
and qualitative evaluations of cadets academically - but practi- 
cally no meaningful non-academic evaluation method. Now we have 
the same degree of accuracy in the non-academic areas, Further- 
more, under the Company Officer Program we give, or at least try 


to give, each cadet a sense of individual identity simply because 
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we pay attention to him and his problems. Ideally we should 
produce a better "product." Realistically - ? The study 


should give us some indication of this. 


Response - I feel that the Company Officer position could be 

made attractive. Be assigning a prospective Company Officer to 
school at Wesleyan or UCONN perhaps for a year to study courses 
which will aid him in the counselling of cadets and affording him 
opportunity to gather credit hours toward a Master's in Personnel 
Management, I believe that officers with inclinations toward 
management would apply for the Company Officer position and a 
better qualified officer would fill the billet. 

Removal of most of the collateral duties now assigned to 
Company Officers would free them to counsel more thoroughly and 
to observe more frequently inter-company competition - thus 
observing cadet reactions more fully in group efforts. This same 
freedom might permit them to pursue courses at the Academy or 
their associate college to work toward a degree. They would 
certainly be in an ideal position to prepare a thesis as they 
have many records and access to a computer, Their studies can 
result in direct and immediate benefit to the Conmandant of Cadets 
and the Director of Admissions, If this was so it would serve 


enhancement of our end product - officers for the Coast Guard. 


Response - Some company officers are sadly lacking in an 


appreciation of the good they can do. Perhaps it's not their 
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fault - they shouldn't have been sent here to this job. This 
"Counselling! function is a rare opportunity indeed for the 
individual (if he's the right one) and the Coast Guard. It's 
true that the gradual evolvement of the system, mostly due to 
external pressures, is increasing detraction from this important 
work and diluting the major good. The disciplinary function 

did not detract from my ability to counsel. I actually think 
my position of authority helped. I know however, that for 
company officers who are inept at counselling and interviewing 
(because they don't know what it's all about) use the 
disciplinarian-counsellor conflict as an imagined 'texcuse,'! 
Others, because of coaching and other time consuming collateral 
assignments, do not have sufficient contact with cadets in their 
company to achieve the "confidence level" (and respect) necessary 
to be an effective counselor. The best thing the Coast Guard 
could do is train prospective company officers for six months to 
a year in psychology and interviewing procedures so that they 
would have some "poignant! appreciation of the known intricacies 


of human behavior before they tackle the job. 


Response - Perhaps more than any other Academy assignment, the 
personality of the Superintendent and of the Commandant of Cadets 
influences the overall effectiveness of the Company Officer 
Program, This is discontinuity because of the above, The Super- 


intendent directs the Conmandant of Cadets to carry out his 
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interpretation of the mission. Consequently, the Company Officer 
gets his guidance second hand. This is more apparent in the 
Company Officer Program because we are dealing with intangibles, 
(leadership) as opposed to the "2 +2 = 4'* academic side of the 
house. The result is vacillation, confusion among company officers, 
confusion among cadets, loss of interest, and finally, mediocrity? 

I am really happy to see another study being done. Leaving the 
Company Officer billet and then later experiencing Ensigns on 

board ship causes n to conclude that we are failing in our 

program, It's not that the Company Officers aren't trying. The 


major problem is far above them. 


Response - The job affords such possibilities! The system has 

changed in that the cadets have a much greater share of responsibility 
- which is good, but cadets also have a greater part in swaying 

the mind of the Commandant of Cadets than we do. The system is 
rapidly approaching one of personality and popularity. We hear 

the terms "Company Officer Image", "Improve your halo!" I 

personally don't feel this is an election - not a popularity 

contest, We are approaching a democratic society at the Academy 

- bad news! I just hope that someone responsible soon sees the 


Response - The administration at the Academy should be alert for 
and periodically review requirements of administrative and collateral 


duties assigned to Company Officers - for there has been a tendency 


134 


. .- . 


o 
° 









o 


FE Wa > 











Dal xwada bons i we =ሎ 
| Bê 


pos E 


un G (pR are w. 
gO aa Sic ¢ MN ESQ Y ZO 
gz WU ¿ki ሽ a» ጻታ. Bene ናኛ QE) Joe A Ns 


Jaca o مه‎ 5689) ' 846 BM ONES "y T MUN ‘at — 


— 4. 16-4 በጠ Tm ባወ የየየ I 6 ۳ DUE Kë ۱ 


1 A 0 8 y A O 3 ely ናይ የ መሽ 
f 

— ê ê 17 1.7 TÊ LL 
| 


Ee: ee ¬+ CINES PEN WI 


€ Ap FIAT A 


$E] Je 





WP I $ L gu eet n 


se = 


of I ۱ rewa UE 3364 


ig UI ل‎ 
Lû 
a ሽይ 


u | ê ë Penê 





to pile up such a work load for them that it detracts from their 
primary task of instructing, guiding and counselling cadets in 
his company. 

With regard to the earlier question relative to selectivity 
of the Company Officers - I put "NO" down because of officers 
being selected as Company Officers who have no desire or 
aptitude for such a specialized assignment, The "needs of the 
service" are many times stated to "explain" why certain officers 
were not assigned to the Academy. The "needs of the Service" 
include as well the same professional competence, interest and 
desire for the duties of the Company Officer as for other CG 
tasks and duties. 

I consider the Company Officer as being in a position of 
great influence with the cadets in their daily lives, and therefore 


one of the greatest importance. 
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APPENDIX B 


RESULTS OF QUESTIONNAIRES EXECUTED BY CADETS 


Survey parameters. Thirty cadets were contacted by question- 
naires to a company, to be divided approximately equally among 
first and second class cadets. One first class cadet did not 
respond. 

This section of the survey attempted to view the Company 
Officer Program through the eyes of the cadets, and to determine 
if substantial differences in perception exist within the Corps, 
and between the Corps of Cadets and the officers who have been 
working with the Program. As in Section I, this section provides 
a question by question verbatim transcript of questionnaire 
responses. 

The reader will note that the opinions and attitudes 
expressed herein are diverse but considered representative. 

They also serve to point out the continuing need for adequate 
communication and to the level of skill required by the Company 
Officer: In this regard, a reading of these responses should 
provide a neophyte Company Officer with a basis for appreciation 
of the private and personal views of the cadets, and perhaps a 
sense of what produced them. These views are perhaps not obtain- 
able by any other means, and they provide the Company Officer 
with a perspective from which to adapt his particular talents 


to the difficult and highly demanding task of establishing a 
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working raport with the individuals in his Company, The 
assignment as Company Officer is inadequately described as being 
like no other of similar rank status at the Academy, 

It is interesting to note that cadets have opinions concerning 
nearly every facet of Academy operations - whether or not they 
are asked for it. Accuracy of their perceptions is not so 
important - only that they tend to influence cadet response to 
or identification with a particular operation, program or 
policy. Hopefully, by fore-arming the reader with this inform- 
ation, his approach to implementing change, policy, or regulation 
within the Company will be more efficient and more palatable 
to the cadet - and still meet the objectives of the Commandant 
of Cadets. 

For readers who already have some experience at the Academy 
- a respectful word of caution, You will be alternately pleased, 
annoyed, amused, or in some way reinforced - depending on your 
particular subjectivity. Perhaps the only way to view these 
responses is to first gird one’s self, if possible, with a kind 
of dispassionate objectivity, keeping in mind the management 
premise that change in any one sector of an organization in some 
way affects every other sector, however direct or remote, The 
Academy has been going through great change throughout the 


history of the Company Officer Program, 
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Item 1 - Who initiates most of your contacts with the Company 





Officer? 


YOU - 11 (41,4%) YOUR COMPANY OFFICER - 17 (58.6%) 


Item 2 - From your personal experience, rate the following types 





of cantacts with your company officer in order of frequency: 
(1 through 6; 1 being the most frequent, 6 the least frequent) 


Result: AVERAGE 
REASON FOR CONTACT PLACE 


CONDUCT 4 
ADAPTABILITY 1 
ACADEMICS 3 


ADMINISTRATIVE (requisitions, special 
requests, etC «ss sese l 2 


PERSONAL MATTERS 5 


COMPANY & VARSITY ATHLETICS 6 


Item 3 - From your experience, indicate the order of emphasis you 





feel the Company Officers place on the following. Rate 1 through 
6: 1 being the most important. 


Result: AVERAGE 
PLACE 


ACADEMIC INTERVIEWS 3 


PROCESSING REQUISITIONS, SPECIAL LIBERTY, 
OTHER SPECIAL REQUESTS S 


ENFORCEMENT OF DISCIPLINE 2 
ADAPTABILITY INTERVIEWS 1 
DIRECTION OF COMPANY ACTIVITIES 6 
CONDUCT INTERVIEWS 4 


138 


Lc ê 








. ۱ 
BÊ Bê ` 5 5 € 

che E በ oe رن که ود سم«‎ "et ዮፎ 

ú — 
Tai 

fy bv Gu EN ۳1 ER M 

۰70 , 2 በከየ ۱ .›፡ 
o— o eo 
| ۱ ne IT oO Onda E OCU kee) Se 
۱ 7 I ۱ i Ta OCICS o GA OL 35 





cast 
8 


A MIT ا سوا‎ 
ua M 
8110... ww 
"TIS 


ka Y ይክ GAR 


ES Ai 


ù | o 95۰ ۲ 
Lä y ae 


"24 





Item 4 - In his interviews in the following areas, do you think 





or feel that the Company Officer understands both sides of the 


question? 
INTERVIEW AREA % YES*s YES ከዐ 
ACADEMICS 75.9% 27 7 
CONDUCT 62.1% 18 11 
ADAPTABILITY 51.7% 15 14 


Item 5 - Does the fact that the Company Officer does/did enforce 





discipline within the Corps make you more reluctant to seek 
assistance from him? 


YESts - 19 (69.0%) 10۲ ٩ - 0 


Item 6 - Do you feel that the Company Officer's efforts with you 
have helped you to see what is required of you as a cadet? 


YES's - 12 (41.44) ۱0۱ - 17 


Item 7 - From your contacts with the Company Officers, indicate 





your feelings on the following: Check any you fec] aj ply, 


NUMBER CHELA D 


a. Company Officer really not interested in uc 3 
b, Interviews are too frequent 1 
C. Interviews are not frequent enough 17 
d, Company Officer/s have increased my desire to succeed 10 
e. Company Officer has no effect on me 8 
f, Decreases my desire for a commission 5 


139 







ጠው 

E 

LA c 
NE n ane At 5101 af dh 


r. 


E sa o^ ጻጸ ሪች 5 3 





















tah CIEN TTAE 
NIE 
raión 


TTA TOA 


f ii Am — E ft: 


رهم جلت ame!‏ 


| vd ۳ LO 


i و‎ 2235 “ast sy ats wett: 


aL u u î A bw! We 


1 V ARES 
۱ ıı ê ZIP ۷ | 7 = 1 SC 
= 
E Lo 1 55 8 ILAS? 


۲ ٩ ስ | : ۲ c BLB 2 
js eeTiv etal 


bond H ê î ۵ 


i (oy AA نح‎ 


۰ 
Yû, #û%AYy 3213 


mys 


Ke un 89 2, ar ADA nii 
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NUMBER_CHECKED 


ደ. Contacts with the Company Officer have increased 
my pride in being a member of the Corps 5 


h, Company Officer over-infringes on my study time 
through interviews 1 


i. Company Officers are usually not available when 1 
want to see them 17 


j. Company Officer does most of the talking during 
interviews 11 


k, Some of the information given to me by the Company 
Officer which came from "Forms for Remarks" has 
been helpful 8 
l. I feel strongly that the Company Officers are 
functioning all wrong and have so indicated how 
it should be done below: 12 


Ed. Note: Items b, and h, checked by the same cadet, 


RESPONSES: 


Response - I feel as though the Company Officers should try to 
present an image of what a Coast Guard officer really should be, 
The Academy tends to create a general illusion that is not at all 
like the Service itself. I personally think that Tactics Officers 


Should guide, rather than discourage, by their actions. 


Response - I feel there is a need for only two Battalion Officers 
and an Administration Officer. Most of the Company Officer (work) 
is now done by the First Class (interviews, counselling, Chase 


Hall Duty Officer, picking of set-ups, and discipline. 
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Response - Provide a good example for cadets and help in 


selection of the cadets choice of billet and specialty. 


Response - I feel that the Company Officer should be a counselor 
first and a disciplinarian last. Under the new system, the first 
class are capable of maintaining discipline within their own class 
as well as the three under classes, I also feel that more 


counselling interviews with the fourth class should be held. 


Response - I feel that the Company Officer should be more of a 
liason between the cadet and his future career as an officer and 
less of a displinarian, The problem of discipline and administrative 


work could be left to the Cadet Regiment to handle, 


Response - Company Officer should be a counselor in an advisory 
capacity only. He should have no part in discipline and should 
not be allowed to place cadets on report. He should remain out 
of the barracks. Should treat cadets as potential officers rather 
than reform school boys. He is necessary in administration for 
signing leave papers, etc. His main function as far as I am 
concerned right now is to tell me twice each year what my 
adaptability rating is and decide whether or not a 21 year old 
junior in college should be allowed to buy another 3 sets of 
skivvies. Also he is (or was until this year) to be avoided 
since he is the main source of demerits for upperclassmen, 
Company Officers should not write adapts on cadets, Since 
you are to talk freely to a Company Officer, what you reveal to 
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him may be used against you on the next adept poll. For example, 
if you had serious doubts on the advisability of a Coast Guard 
career, you don't tell this to your Company Officer because you 
would get hit on the next adapt poll for poor attitude or lack 
of desire. Ideally however, the Company Officer should be the 


one to talk to about a problem of this sort. 


Response - Not all wrong but I feel strongly that with the new 
system and the changed way of handling their duties it will take 
nothing but time until the Tactics Officer functions well, i.e. 
the present first and second class mainly remember the Tactics 
Officer as a discipline guiding officer while the 3rd and 4th 
classes do not. This feeling makes the first class and second 


class reluctant to seek counseling from his Company Officer. 


Response - À new system has supposedly been started here at the 
Academy whereby the cadets run the Corps and the barracks. The 
Company Officers - or at least part of them, have failed to 
accept this. I feel as if they think they have lost their power 
and position. In a sense they have - but in another sense they 
have a great deal more chance to practice leadership - not 
command, I don't want ever to see six psychologists in Chase 
Hall - but I do feel that if the new system as initiated by 
CAPT Wagner, Commandant of Cadets, this year is to remain and 
prosper, the tactics of the Company Officer will likewise have 


to change. I believe the job of the Company Officers has been 
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changed (to their dislike I feel) from a job of command to one 
of counsel and administration. Many of their jobs have remained 
the same - such as counselling cadets concerning their adapts 
and conduct - and I strongly believe the officers should spend 
more time and strive to devote more effort to these jobs. As of 
yet I have been unable to notice any such trend, Cadets need 
advice as well as criticism - and at present the great majority 
feel they can't turn to their Company Officers for this. The 
truth in this I am certain varies with the officer, cadet, and 
the situation, 

If the system now on trial is to remain, the Company Officers 
as well as the Cadets involved must accept it and work toward its 


betterment, 


Response - The recent change in relations (more relaxed) between 
cadets and tactics officers, is a great improvement over the old 


system. 


Response - I was looking forward to a so called "new era" in 
tactics officers this year when commissioned officers were 
removed from Chase Hall and Company Officers were to act more 
as guidance counselors than as disciplinarians. It was a very 
unique idea on paper, but I have noticed no real change in the 
Company Officers. I thought the change was really taking place 
when at the first of the year I was called down and actually 


praised for doing such a good job in adaptability over the past 
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summer, but the company officer seems to be back in the old rut 
of $eeming non-interest or interest only in reprimand, This was 


more disappointing than the former system. 


Response - The Company Officers are not functioning all wrong 
but could do their jobs better with regards to cadets. It is 
my opinion that the Company Officer is one of, if not the last 
person a cadet would go to if he had a problem - and this is 


what the Company Officer is for - to help cadets. 


Response - I feel that the way the Corps is set up now that the 
purpose of the Company Officer should be more to counsel, 
especially upperclass about their service future, trying to help 


them get started in a set direction before they leave, 
Response - They should have nothing to do with the conduct system, 


Response - Company Officers should have much closer contact with 
the first class, realizing they are willing to learn and accept 

help, rather than waiting for them to make a mistake to let them 
know how useless the first class really are. (plus regarding No. 


9, "availability" - ) They are always playing bridge. 


Response - In general, they should try to get as close to the 
cadets (primarily the first class) as possible. Of course this 
would depend upon the officers personality (as well as the cadet!s). 


Response - 1۴ a cadet could have a more personal relationship 
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with his tactics officer I feel he could more effectively motivate 


the cadet to success. 


Item 8 — Indicate your opinion of the Company Officer in the 





following areas: 


YES? s NOT e 

Follows the cadet chain of command 21 (72.4%) 8 
Allows cadet officers freedom in 

direction of company activities 20 (68.9%) 9 
Offers constructive criticism in 

leadership procedures 13 (44.8%) 15 
Shows interest in assisting and 

improving cadet leadership 14 (48.3%) 15 


Item 9 - Do you feel that Company Officers are sufficiently highly 
selected to best serve the interest of the Division mission? 
(Cadet Administration Division) 


YES's - 6 (20.7%) NOfs =- 23 (79.35) 


Item 10 - In your opinion, are their any organizational structure 
weaknesses in the Company Officer System? 
YES!s - 16 (55.2%) NO!s - 13 


If YES, please elaborate. 


Response - Ideally Company Officers are not needed. The Regiment 
of Cadets should be run by cadets entirely. The Regimental 
Commander acting as liason between Administration and Corps. The 
Company Officers should be separated from this chain of command 


and should serve in an advisory capacity. 
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Response - Too many Company Officers. 


Response - The problems are those of possessing disciplinary and 
counselling functions simultaneously - but the present Administration 


is doing a lot to alleviate a lot of this situation, 


Response - They (the Company Officers) do not work together, You 


cannot know what to expect. 


Response - It should be made known that any cadet can see his 


Company Officer at any time without following the chain of command, 


Response - Cadets are not kept informed as to what is being 


planned and why. 


Response - Other than the changing duties of the Company Officers 
as elaborated upon earlier, I feel the greatest weakness is lack 
of uniformity within the six officers. Whereas one tells a cadet 


one thing -~ the next will almost contradict him ~ very confusing! 


Response - For some reason beyond my observation, the Company 
Officers seem too busy to adequately counsel the cadets of their 
company, I don’t know what their silly duties are but I think 
they blatantly shirk the counselling duties which should be their 


major responsibility. 


Response - The Company Officer is in a position which should be 
between the Administration and the cadet, It is a delicate position 


and takes a great deal of leadership ability to handle it, The 
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selection of Company Officers should be very stiff and only the 
best allowed to become Company Officers, It appears at times 


that this was not done in the past. 


Response - The majority of the Tactics Officers are only worried 
about the officer administration relationships and not the cadet 
officer aspects. I get the impression they think we are ,..dirt... 


(editor's note: Kinder work inserted.) 


Response - There is really not enough for them to do under the 
present system, They are controlled too much by the Commandant 


of Cadets. 


Response - I think the dual role the Company Officers are required 
to follow - that as disciplinarian and confidential advisor, is 


unrealistic and unworkable, 


Response - Too many, Two would be sufficient. Should be closer 


with the cadets. 


Response - The Company Officer is in a contradictory situation, 


He is a paradox of disciplinarian and confessor (or advisor). 


Response - Company Officers don?t seem to have enough freedom 


from Assistant Commandant of Cadets in using their own initiative, 


Response - The fact that they act both as counselors and 


disciplinarians. 
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Item 11 - What do you consider as the most beneficial features 


of the Company Officer system? 


Response - With the double workload of military duty and academics, 
the Company Officer System distributes most of the external dealings 
involving cadets to the officers, It would be rather unjust or 
improbable for a cadet to make decisions concerning another cadet!s 


future with his limited background (Sub-boards, etc.) 


Response - An officer to help relate young officer assignments 


and duties to the first class. 


Response - Source of contact with functions of commissioned 


officers, their problems and solutions. 


Response - Provides an officer a cadet can see without infringing 
on his other duties and get some first hand information about 


the service, 


Response - It is good training and, or could be, for informing 
cadets about their future career. However, it doesntt seem to 


be used to its fullest. 


Response - At present the Company Officer is useful only for keeping 
track of your record and signing requisition slips, leaver papers, 


etc. 


Response - Fourth, third, and second class year - to read my forms 
for remarks once or twice a year if I am interested enough to go 
down to have them read, 
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Response - The System gives the cadet a chance to talk to someone 
who not only has served in the service, but also has encountered 


many of the problems that present cadets have, 


Response - Obviously, with the increased size of the Corps, the 
Commandant of Cadets cannot counsel the entire corps. They (the 
Company Officers) also provide à means to express ideas (cadet!s) 


to the Commandant of Cadets, 


Response - Ás it now stands - it is merely the best and simplest 
official filing and recording system the Coast Guard has devised. 
It has great potential for witnessed leadership - but I personally 


feel it weak on that point at this time, 


Response = Being able to find out and discuss one’s weaknesses and 
adaptability as shown on "Forms for Remarks," The System also 
lends assistance to cadet officers when questions or problems 


arise in their duties, 


Response - It provides a cadet with a contact with the service so 
that he might get information on the life in the Coast Guard, It 
provides someone to enforce discipline in the case of continual 
conduct offenders. Someone who has a record of the progress of 
each cadet and can find out what is wrong with the man who is 


showing signs of having trouble, 


Response - I may sound extremely bitter, but I have always been 


quite perturbed at Company Officers in their dealings with cadets, 
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I really can't think of a beneficial feature. Maybe the only 
one is the boost the cadets have in morale after poking fun at 


them, 


Response - The Company Officer is in a position where he can 
guide and counsel a cadet - especially in what the Service is 


like after graduation. 


Response - I hate to show it but it shows different methods of 
leadership. In otherwords, I think he shows us more what not 


to do than what to do. 


Response - Ás the system is now, the cadet is able to approach 
the Company Officer as a counselor rather than a disciplinarian, 
I think the lifting of the "cop" tag from the Company Officer 


better enables him to deal openly with the individual cadet, 


Response - Presently the Company Officers are little more than 
figureheads sitting in their offices typing to find something to 
do, The Administration has taken away most of their duties so 


I don't really know what the good features are, 


Response - It provides an excellent source of Service information 
to interested cadets. I think it could be a far better source of 


guidance if it were utilized correctly toward this end. 


Response - It has the potential of giving cadets the chance to 
benefit by the counselling and experience of these officers, This 


potential is not realized. 
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Response - It is a place to turn to in case of difficulty, 


Response - Án officer personally interested in the Company. This 
interest must be expressed and the Company Officer must extend 
himself into the social and recreational activities of the cadets, 


He is in a perfect position. 


Response - Hefs there if you need help, although not many persons 


would go to see him. 


Response - If used properly the Company Officer can guide the cadet 


in his difficulties. 


Response - The Company Officers are available and they!ve been 
through our system once before. If we have a real problem perhaps 


they can help. 


Response - The Company Officers are there to give the first class 
ል prod and to make sure they are doing their job. Someone above 
the first class is needed to impress things on the underclass in 


certain instances, 


Response - One gets an idea, when talking to the Company Officer, 


of what to expect in the Service. 


Item 12 - As a cadet, do you consider the billet of Company Officer 
to be (MORE LESS EQUALLY) significant to the Academy mission 
relative to other billets at the Academy occupied by an officer or 
LT rank? 
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MORE - 9 LESS - 9 EQUALLY - 12 
(31%) (31%) (41.4%) 
Item 13 - What would you consider to be the ideal career back- 


ground for a potential Company Officer? 


Response ~ Regular line duty - white cutter - 95-footer - 


loran. 


Response - First year to two years aboard white ship as JO., 
some time in command of own ship or loran station, postgraduate 


school in Management (with psychology training). 


Response - Each should have a different background so as to bring 


the widest scope of service to the Academy, 


Response - (1) Academy 
(2) 95-footer 


(3) Loran 
Response - Sea duty aboard 3ll* and 95! or 125! and a land billet, 


Response - Academy graduate. PG work in Management or comparable 
field. Fairly good record as a cadet (many company officers were 


not exactly ideal cadets themselves) 


Response - A person with a specialized field (engineering, etc....) 
with a good enough amount of sea tour to give a good professional 


leadership account to cadets. 
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Response - Academy graduate, relatively young officer with 
excellent fitness reports, and one who can be used as a good 
example as a cadet and officer. No one wants advice on conduct 
and adeptability from an officer who went over in demerits 

while here or has done a poor job since leaving, Also he should 
be open-minded and be able to think objectively and not hold up 
the image of a Coast Guard career officer as a silver saint to 
which all cadets should strive to be without question or doubt 
(and without positive incentive or one damn good reason why he 


should be either). 


Response - (1) Academy graduate 
(2) High adapts as a cadet 
(3) Good appearance 
(4) Not overly gung-ho but a good career officer 
(5) An officer who will stick up for a cadet to 


another officer when the cadet is correct, 


Response - (1) Was an average cadet 
(2) Served aboard a major cutter 


(3) Expressed a definite desire to be a Company Officer. 


Response - The first duty at sea is good in that the young officer 
can experience dealings with matters of administration with enlisted 
men mainly by others, Following that I believe loran duty and 
direct dealings with problems it furnishes would be the best - 


then to the Academy. But,,.. selected on a high standard so as 


— *t2 
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he will be - (well liked is not the word) - able to carry out his 


duties on an easy going, yet meaningful manner. 


Response - Isolated duty (Icebreaker or loran). A command (95! 
or 125t), PIO - (a great opportunity exists to sell the cadets 


who are hesitant). Post grad school. 


Response - Having graduated from the Academy in the top part of 


his class in adaptability. 


Response - I don't feel that there is any one ideal background 
for not being a Company Officer. The normal career encountered 


by junior officers in the Coast Guard seems to be sufficient. 


Response - Frown what I've seer of Company Officers, I don't feel 
that officers of that rank can do a good job counselling unless 
they have had some post graduate work in psychology or management, 
etc. I don't know if this could be possible however. I think 
isolated duty such as loran does more harm than good but this 
experience is good in counselling cadets about their careers. 


I think courses in actual college counselling could be a great 


help. 

Response - lst 18 months - sea duty 
2nd duty ~ 95% patrol boat 
3rd duty - loran or other requiring leadership 
4th duty - Academy as Tactics Officer 
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Response - Á good background in general line officer work, 


Response - After an initial period at sea, 1 would think the 
potential Company Officer would best benefit from his own command 
such as a 95% patrol boat or a loran station. These tours are 
ideal training grounds for one who is going to impart the 


knowledge of leadership to future officers. 


Response - 1 can't really say since the actual job of the Company 


Officer has not been made clear under the new Administration, 


Response - (1) 4 years of sea duty 


(2) 2 years of Management training in school 


Response - Two years on an OSV, loran duty, CO of a 9°' patrol 


boat, and a year of functional psychology. 


Response - (1) Division Officer on OSV 
(2) CO of a loran station 


(3) CO of 952footer 


Response = About four years of service. I don't believe any 
standards as far as background goes are necessary - merely a 


good knowledge of the service. 


Response - (1) A while on a ship 
(2) 95-footer 


(3) Loran 


155 


እክ 
— wat A. Nan x ER 4% | 
5 ۰ 2 a ^A — 0 
— d A ism ta a e ጠመመ 


አጠ. eg — ይ 
» T ose a ting AAA Up 


O: Sedi — — a A 
uen 
Ne vr. 
sna: 
መመ a E ሎክ 
mE በክ 


ê ቸው 


wë — 





Response - Successful in his work with other men. Good allround 


officer; friendly attitude? 


Response - (1) Loran 
(2) CO of 95-footer 


Response — Loran (have experience at handling men at a shore billet). 


Response - There isn?t much choice in the first four years before 
coming back. I think they should have some extra instruction in 


psychology. 
Response - White ship, 95-footer, loran, Company Officer. 


Item 14 - Indicate what in your opinion would be the ideal job 
description of the Company Officer both in general terms and by 
listing the specific functions and duties, (Do not ask others, 


Put down what you think?) 


Response - Administrative Assistant to the Commandant of Cadets 
would be the general job description of the Company Officer. Most 
of his duties are collateral duties, meaning than an awful lot of 
his time is diverted from cadets to these duties, The time 
remaining for working with cadets should be spent in helping cadets 
to see their company officers willingly. This would entail 
creating a new image of the Company Officer, 

The Company Officer should act independently - not a part of 


a block continuously voting against the cadets. This implies 
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that they act as policy makers. They should work with cadet 
officers to help advance the Academy both internally and 


externally. 


Response - (1) Advisor and counselor for cadets with adaptability 
and academic problems. 
(2) Operations Officer for Commandant of Cadets Office. 
(3) Liason and advising officer for cadet activities 
within the Regiment, 


(4) Limited disciplinary endeavors, 


Response - Since you left that position great changes have taken 
place. The first class are in charge now - not only in name but 
in practice. Company Officers no longer come into the area | 
without being escorted by the Cadet Company Commander, They are 
involved less and less in the conduct system because the cadets 
are taking care of it now since the removal of the Chase Hall 

Duty Officer and establishment of the Command Duty Officer (a 
cadet) and a larger watch, The first class now have a mast type 
proceeding instead of the old regular way and are no longer really 
involved in the normal conduct system. I am well satisfied with 
my Company Officer. I feel that it would help him and the Company 
& good deal more if he took an even greater interest in Company 
activities such as I.C. sports, social events, etc. He has done 


a good job though. 


Response - Advise, not lead, the Company. Be conscious of class 
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distinctions when making decisions. Be consistent in relations 
with cadets. Keep close tabs on the 4/c to keep them from 
going too far astray. Think of the Coast Guard rather than 


the Academy when making decisions. 


Response - (1) Assistants to the Commandant of Cadets in formalizing 
policy and regulations which are not decided by the first class. 

(2) Counselling (leadership and career patterns) 

(3) Weekly meetings with l/c to discuss policy, etc. 

(4) Bi-weekly meetings with 2/c to discuss same. 

(5) Correlary duties (safety, clothing, etc.) 


(6) Adaptability and Academic Interviews, 


Response - (1) As a group they initiate and formulate disciplinary 
and administrative policy through the Regimental set-up. 

(2) To interview and counsel cadets in academic, 
adaptability, and conduct problems. 

(3) To carry out certain administrative duties pertaining 
to the cadets. 

(4) To act as liason between the cadets and their future 
careers as officers and to portray a professional attitude of the 


same to him, 


Response - (1) Sign leave papers, keep personal records, keep a 
runníng check list on adaptability, academics, and conduct, 
(2) Assist those in trouble by arranging for them to 


come and see the Company Officer and give good advice, not "you 
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have to do better or else," Should tell how he can do better; 
try to find out why he isn*t doing better, 

(3) Be available for consultation with any cadet 
upon the cadet!s request. Should be relied upon for helping 
with personal matters, doubts about the future, etc. 

(4) Take no part in discipline. 

(5) Be a go-between from cadets to administration and 


represent the cadet!'s viewpoint, 


Response - (1) Should call down every member of the company 
personally and confront him with results of each adapt poll. 

(2) Should call down each cadet with a tree each 
evaluation period. 

(3) Before disapproving any letter or request he 
should speak to the cadet concerning and get his exact story. 

(4) Make a walk-through inspection of the Company 
area once each month, 

(5) Should appear at Company meetings a couple of 
times each year, 

(6) Should not be able to place cadets on report. 

(7) Should present an image and a reputation so 


that cadets seek his help and consultation. 


Response - The Company Officer is liason between the Cadet 
Administration Division and the Regiment of Cadets. He keeps 


cadets informed as to their performance in academics, conduct, 
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and adaptability. If a cadet is having a problem which cannot be 
handled within the Corps, the Company Officer is the immediate 
heir to the problem. Company Officers are usually assigned 
collateral duties also. He also keeps the Commandant of Cadets 


informed as to the general performance of cadets in his company. 


Response - (1) Administrative duties that cannot be handled by 
the cadets themselves, i.e, cadets of the first class mainly. 
(2) Adaptability consultation - not only a reprimand 
after a poll but frequent sessions with the company men to try 
and straighten them out, 
(3) Contact with parents on a sort of confidential 
basis so that they may know exactly how a cadet is doing - not 


to scare them in the extreme case, The parents deserve this! 


Response - (1) Administrative — Should be prompt, thorough and 
neat - as a cadet is expected to be. Hypocracy is despised even 
by the hypocritical. 
(2) Critic and Official Reprimander - Should strive to 
make criticism and reprimands meaningful and keep from "flying 
off the handle" as much as possible. Once a cadet loses respect 
for an officer's bearing and control, a great deal is lost by 
the officer. 
(3) Counsel to the Cadet - Every cadet has a number 
of questions which can’t be answered by his classmates - especially 


the ," 
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Response - (1) Keep a close watch on each cadet's academics and 
adaptability (including conduct) and try to motivate those who 
are faltering in one or the other or both. 

(2) To act as advisor to cadet officers in the 
performance of their jobs, i.e. act not as directors. 

(3) To become acquainted with any personal problems 
which a cadet may have or acquire while at the Academy, and try 


to assist said cadet to overcome his problems, 


Response ~ To act only as a guide to cadets in helping to solve 
their problems. To answer questions about the Academy and how 
it should be running and about the Coast Guard and what it has 
to offer the Commissioned Officer and what the Officer will have 
to do in return for the Coast Guard. To act more as a counselor 
and less as an enforcer of discipline. To help cadets that are 
having trouble in academics, adaptability, conduct, etc. - find 


out what is wrong and what can be done about it. 


Response - I think the main duty of the company officer is to guide 
cadets in his company so that they may be better prepared for their 
duties as a commissioned officer. I think that he should take a 
very keen interest in these cadets and really get to know them - 
their good points, bad points, etc, I think he should make his 
relations with cadets as informal as possible so that cadets will 
want to come to him with their problems. I think he should get 


together with his company en masse at least 2 or 3 times a year 
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and talk over such areas as intercompany competition, academics, 
company policy, etc. I think the company officer should bc 
responsible for indoctrinating his cadets in what they’ll actually 

be doing when they graduate. He should probably get the cadets 
together by classes, explaining to the underclass what they'll be 
doing next year in leadership positions, and with the upperclass 
explaining to them what they can do to prepare for being a new 
ensign. I think that a Company Officer can do a sufficient job 

only when he gets to know and understand the cadets under him, thus 
gaining their confidence so that they can benefit by such a relation- 
ship. As an after thought, I think this would be easier accomplished 


if company officers would forget what demerit slips are. 


Response - The Company Officer should help and guide the cadet. 

He shouldn't be two-faced or be afraid to compliment a cadet if 
he's doing a good job. I believe that a cadet or anyone for that 
matter will do a better job if he knows that the company officer 
is behind him rather than always on the lookout for something that 
he's doing wrong. The company officer should be strict = but 

he should always try and let the men in his company know that he's 


trying to help them - and is backing them up. 


Response - I think the job and duties he is assigned would be the 
ideal description of his job if he would do it instead of always 
trying to ...brownie... (ed. notes: a more palatable work inserted) 
with the administration, I will admit that most of the tactics 
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officers follow the regulations to the utmost but they often 
seem to forget the gray areas. They seem mostly concerned with 


how a job is done and not with the results turned out. 


Response - The Company Officer should insure that his Company is 
striving for excellence in all areas - academics, athletics, 
military - and be at all times sensitive to the morale of the 
Company, This would call for frequent consultations with the 
Company Commander, He should try to speak to individuals of all 
classes, as time allows, and spend more time with cadets who are 
high in adaptability, rather than devoting it exclusively to the 
"bottom ten" (means bottom 10%), I do not think that he should 
be the disciplinarian that he has been, nor should he project the 
father image, I think many of his Academy Collateral duties 
should be eliminated, so he can devote more time to being a 
Company Officer. I believe this should call for the most capable 
men possible, because the Company Officer can do much toward 


influencing the prospective officer. 


Response - The Company Officer should be there first as a counselor 
for all classes, One big function he should try to serve is to 

help fourth and third class cadets resolve their problems. To do 
this he would probably have to initiate the talks and also show 
genuine interest. He should also try to be himself instead of trying 
to present a "bad guy! attitude one day and then be friendly the 


next. He should offer guidance to upper class on their futures. 
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LIEST. $ 


He should try to be a true mediator between cadets and the 
Administration. He necessarily must act somewhat of a disciplinar- 
ian but not overly so. Most of his time should be spent in inter- 


views, 


Response - Counselor (in following six areas) 
(1) insurance 
(2) marriage 
(3) investing 
(4) academics 
(5) adaptability 
(6) careers 


No connection with discipline, 


Response - (1) Retain the present number of Company Officers and 
split their functions in twos One half for line functions and one 
half for "service" functions (as follows): 
A, Line: three officers to administer six companies in the 
following areas: 
a, Requisitions, requests 
b. Disciplinary problems - and also enforce 
discipline 
B. Service: three officers to administer six companies in these 
areas: (these officers should not write adapts) 
a. Adaptability 
b. Career advice (particularly for cadets 


uncertain of their potential) 
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c, Leadership instruction - aimed particularly 


àt handling enlisted men, 


Response - Closer contact with the entire first class as a group. 
Come up into the wing more often, especially during evening study 
hour. Offer constructive help to the first class. Counsel the 
underclass, with them in mind, rather than using the underclass to 
find out what the first class is doing wrong. The Company Officer 


should know exactly what is going on in the wing. 
Response - 1 like the present system, 


Response - The Company Officer should be a counselor, and an advisor 
in matters where the cadets have questions. He must be a person 
who can be talked tos one who presents a very good military 
appearance. He should be a man who can lead by example, and thus 
be living proof of his preaching and advising, Yet he must be 
understanding to the needs, aspirations, problems and trials of 
cadets. He should be a matter of fact disciplinarian (when he 
observes an offense, no questions asked), but he should not treat 
cadets like children at play, cat and mouse] He should instill 
the idea that "crime and punishment" go hand in hand. He must 
award punishment with realistic reasoning, understanding what they 
mean to cadets. And he must be an administrative aide to the 


Commandant of Cadets. 


Response - (1) Advisory only. 
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(2) No disciplinary power (except oral reprimands, 
etc. - no demerits) 

(3) Let the cadets run the Corps more freely, without 
fear of an officer breathing dow his neck, 

(4) Take a more direct interest in the Company's 


competition and drill. 
Response - Merely a guidance counselor, 


Response - A Company Officer should be available to all men in the 
Company; he should make frequent visits to the Company area and 
hold bull sessions with the first class in some room. He might 
possibly invite first class out to eat at his house, But I feel 
that more personal contact is needed. He should go out of his 
way if need be to see his men, Counselling alone should not be 
all - he should be able to ask questions - he should be able thus 


to see in his own mind how the men are progressing. 


Response - He should be like a scout master, In other words he 
should participate in Company activities. He should be the type ` 
of a guy that the cadets would like to have around, He should 

be pretty well checked out so that he can intelligently answer 

the cadet's questions. He should have more of the cadets out to 
visit him at his home so that cadets can observe the way in which 
an officer lives. He should be single (more time to devote to the 
job). Cadets should do all the Company work under the supervision 


of the Tactics Officer. He should be a recent graduate (about 
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2 years cut). He should be the kind of individual that the cadets 
would want to have living in the wing. (That would require a few 


modifications to the regulations, however). 


Response - Try to work more with the men in the Company. Let the 
first class discipline the underclass. Treat the first class as 
junior junior officers. I don’t think now that there is enough 


personal contact, 


Response - Ensign HERR (Class of 1964) wrote and article for CAPT 
WAGNER on this subject which expressed my views completely, I 
could not find a copy of it. If I do I will send it as it is very 
good, 

Editor's Note: Not received but it is suggested that that article 
be inserted into the transcript at this point once the report is 


received at the Academy, 


Item 15 = As a cadet, do you feel as though there exists any 
significant policy differences at the Academy that seriously hampers 
theéoverall mission of the Academy? If so, please cite specifics. 
Avoid names or personalities. Try and direct your response to 


interdepartmental policies. 


Response ~- The mission of the Academy is to prepare young men to 
become both officers and men, I feel as though both are lacking 
at present. If anything it is the personalities and actions of 


the Company Officers that provide this negative impetus. Policy 
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should be geared to each successive class as a distinct entity, 
not on the basis of how the preceeding class was. Privileges 


should go hand in hand with responsibility and accomplishments. 


Response - Several instructors carry the conduct book too far. 
They create anxiety on the part of cadets who want help in a 

subject but are afraid to ask for it for fear of being placed 
on report for some minor infraction. The academic atmosphere 


changes from class to class depending on the instructor. 


Response - Not enough professional subjects are given and the 
"Power" department does not warrant all the time it receives in 
the academic program. However, this is the state of flux also in 


the near future - two degrees instead of one will be offered, 


Response - My biggest complaint is the lack of distinction between 
the first class and the underclass. The more distinction there is 
the more the underclass look up to the first class (also some 
distinction must be provided by the first class). This leads to 
better discipline and gives the underclass something to look forward 


to, 


Response - Grading in the Professional Studies Department is not as 
fair or meaningful as the academic departments, Interpretation of 
the regulations by the Commandant of Cadets, the Company Officers, 


and the first class varies too much to be satisfactory. 


Response - The basic policy differences, I feel, are mainly concerned 
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with social and professional attitudes. (1) The Academy does not 
present to the cadet the true professional picture of what the 
actual Coast Guard is'like, and (2) The many social mores forced 
upon a cadet are, in most cases, detrimental to his years as a 


junior officer, 


Response - Because the majority of the Academy instructors (and 
particularly coaches and those assigned to the PE department) know 
that they can worm their way into the confidence of the cadets by 
permitting thém to openly commit minor infractions of the regulations 
without fear of being placed on report, and because a good majority 
of the classroom instructors leave discipline and enforcement of 

the regulations to the Cadet Administration officers, the Company 
Officers and the few instructors who do carry out the intent of 

the regulations are automatically pictured as the bad guys in the 
whole organization. No matter what the Commandant of Cadets or 

the Company Officers try to do about the military training side 

of our training they will be ineffective with the majority of the 
cadets - in spite of the fact that some of them are truly outstanding 
officers. I'ma little older than my classmates and frankly I am 
disgusted with the lack of backbone in the Coast Guard for letting 


this school go to pot. I don't see any reasonable way out now, 


Response - No! I am not aware of what the Service actually is and 


therefore am not qualified to comment. 


Response - The mission of the Academy is in part "to graduate young 
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men with that high sense of honor, loyalty, and obedience which 
goes with trained initiative and leadership". The Regulations of 
the Corps with their tight reins on a cadet!s every move make it 
impossible to practice initiative as an underclassman; and the 
Regs also provide a very impracticable budgeting of a cadet's time, 
Each of the Academic departments seem to disregard each of the 


others in its homework assignments, exam dates, and the like, 


Response - Yes. There is the age-old complaint of strict regulation 
of study time and the “lights out" policy. The purposes of the 
Academy include to mature, educate, and militarize a man - I feel 

in that order,-- and this policy does not effect the military part 


as much as that maturation part, 


Response - A troublesome problem has arisen this year between the 
academic departments and the medical department. A Cadet will make 
an appointment for 0800 on order from a doctor - keep the appointment 
but have to wait until 0900 to be taken care of. Fail to stay ፦ 

be bounced by the doctor - come late to or miss the 0900 class = 
bounced by the instructor, Neither side has made a visible effort 

to correct this condition. The cadet, so restricted, sees the Coast 


Guard as a haven for lost confusion and conflicting policies. 


Response - Each academic and professional department seems to think 
that "it" is the most important part of a cadet?s academic life. 
This sometime leads to overloads of homework by one department (i.e. 


Navigation) without regard to other departments, Some athletic 
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events are sometimes not given due consideration by the academic 
departments although cadets feel events such as these are needed 


as a necessary break in the routine, 


Response - The lack of physical exercise as a disciplinary measure 
for the fourth class. This has led to much more disrespect for 


seniors among cadets, especially the lower classes. 


Response - In the three years I*?ve been here I've noticed a change 
in the military system, the fourth class system, etcetera, etcetera, 
It all seems to be becoming more lenient every year, After seina 
Annapolis and the Air Force Academy, and seeing what just this has 
done to the caliber of officer those Academies graduate, I sincerely 
hope this Academy will not take the same path. I'm convinced CGA 

is the only Academy that graduates gentlemen, teaches such things 

as respect, table manners, etc. and hope we'll keep those standards 
in the future. The people running the Academy need a lot of 
education themselves before they will see what they are doing to 


the Coast Guard. 


Response - No. The vission is to produce officers and everyone seems 
to be doing what they think is best to acco: sı. this mission. This 


however sometimes produces a conflict of opinion as to what!s best, 


Response - Since I've been here I've been in various stages of 
confusion as to just what the Coast Guard expects of the Academy, 


Now I'm no longer confused about at least one thing - that confusion 
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royally exists in this institution, The only thing that seems 
consistent now (but not three years ago) is that Academy spirit is 
many times more important than Coast Guard spirit. Most of the 
officers seem to equate the two = I don't. There are fewer people 

in my class "sold" on a career in the Coast Guard now than there 

were two years ago, but most of them think the Academy spirit is 
improving greatly. Seems like there?s been a total loss of direction 


to the Academy effort. 


Response - The overall mission of the Academy in my eyes is being 
hampered by the current academic emphasis, but I realize this is 
necessary for the needs of the Service, At this timc, I think the 
most misdirected department is the P.E, group, who at times wields 
too heavy a hand with the demerit slip. I think the concept of 


the physical education program should be changed. 


Response - I think the one big problem is that the ideas on how the 
Academy should be run is not unique, Some think one way and some 
think another resulting in a lot of compromises which badly effects 


morale, 


Response - No. 


Response - I think that Saturday morning classes, where only one class 
is held for the particular year cadets concerned, do hamper the 
mission of the Ácademy, This is primarily from the instructors 


standpoint - they do not like to lecture particularly to a group 
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which has been decimated by athletics and other trips. Thus the 
lectures are only a source of hard feeling to instructors and 
boredom time wasted on cadets, I feel that this is policy, not 
scheduling, since the classes could be held on other days. In the 
case of two scheduled classes on Saturday I do not feel that they 


should be changed. 


Response - Too much enforcement of conduct regulations upon under- 


class by some academic departments, 


Response - No. 


Response - Lack of real coordination between preparatory subjects 
and later ones (real emphasis is not placed upon the areas that 
you'll be expected to retain in later courses). This has been too 
often the case. It will be presupposed that you know and understand 
something which was given prior emphasis, Also cadets should be 
kept up to date on activities in the real Coast Guard (what's 
happening in the field today) and have these things tied in with 


the curriculum, 


Response - Keep the demerit system out of the academic buildings. 


Response - No, 


Response - Cadets first class do not have enough contact with 
enlisted personnel, I would like a chance to be put on a detail 
(possibly under the 00G) and see how working with the enlisted 
ranks would be, 
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Response - There couid be greater harmony between the barracks and 
academic departments, People are often late to class, fail to get 
homework done because of other projects. Everybody seems to blame 
all their troubles on what goes on in the barracks. As a result 


that area gets a sour name, 
Response - Should leave disciplinarian system out of the classrooms. 


Item 16 - Would you like to be assigned as a Company Officer? 


YESts ~ 15 (51.7%) NO's - 14 


Item 17 - Assuming officers assigned to the Academy did not know in 
advance which billet they would be assigned to, and given a choice 
between accepting a billet as Company Officer or academic instructor 
(unspecified), which would you choose? 
COMPANY OFFICER - 15 (51.7%) INSTRUCTOR - 14 
Item 18 - As of now, do you intend to make the Service your career? 
YES'!s - 3 ۱0۷ 5 - 2 PROBABLY YES's - 17 PROBABLY NO'ts - 7 


(10.3%) (6.9%) (58.6%) (24.1%) 


Item 19 - Should the Regimental Commander or any member of his staff 





report directly to any of the Company Officer in any capacity? 


YES's - 9 (312) - NOts - 10 (69%) 


Response - In those situations concerning specific collateral duties 


of an officer because he would naturally be most experienced, 


Response - In all functions which involve the staff and the company 


officers, 
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Response - On matters pertaining to that officer's collateral duties, 


such as OinC Cadet Uniforms. 


Response - Regimental Ops to Ops Officer to carry out ops. 


Response - Any time they feel they need advice! Any time he feels 


they need advice - I feel advice is a very personal thing. 


Response - He should not have to report as such, but be able to 


obtain advice at all times, 


Response - Only as a cadet in the company the officer is connected with, 


Response - I don't know if I understand this question, but I think 
the Regimental Commander should work more clearly with the Commandant 
of Cadets and his Assistant, and Company staffs should work with 


their Company Officers in managing the Corps. 


Response - The Company Commander should keep the Company Officer 


up to date as to what?s going on in the Company. 


Response - I think the Regimental Operations Officer could benefit 
from the superior management experience of a commission officer. I 
feel that other officers in the Regiment would benefit more by a 


corisultative rather than a direct report relationship. 





Response - They do now and this is a severe breakdown in the chain 
of command, The Regimental Commander should run his staff and 


distribute the work load, 
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Response - Regimental Ops to Operations Officer. Regimental 
Commander to officer in charge of drill. Cadet Supply Officer to 


Supply Officer. 
Item 20 - Do you have any other comments? 


Response - 1 feel the Tactics Officers are creating a bad image, By 
casual observance it can be readily seen that their work load is 
very limited in a majority of the cases, The "coffee cup"! image 
they have created tends to make a cadet lose respect for them, They 
are all good officers but their job is not very challenging and is 
not bringing out all their potential. As I wrote in an earlier 
statement, I feel they should be cut in half in numbers, The first 


class now carries much of the previous workload. 


Response - The past year has seen a tremendous change. To help you 
best realize this change would be to write a book and I do not feel 
your study would be accurate without a full realization of the past 
year's results. I would suggest that if possible you return for a 
day or two and interview CAPT WAGNER, CDR HIGH, all the Company 
Officers, Class advisors, and cadets of the first and second classes 
at random, It is amazing how things have changed! I think you would 


be extremely pleased. 


Response - Somehow it seems like CGA is becoming like a museum where 
old grads show how tough they used to be by sitting on cadets. The 
real CGA lies in the hands of every cadet and the officer should 


nurture and guide this feeling, not stamp it out. 


176 























ስት. ጨ . att 
m f u ma A, AIN Si ን 


۳ 1 0^ 2$ 7s 


nds. > Te 

ES ei T 

t ۱ | av kas ያ 

Ñ | ' > ear yid 
BI, in iS Poa ደይ 

LZ. wn idia 76 

Sot: vare UNIS‏ بن 


EE ሁህ T Eras. 


Tim, if = OS 


pas ur vus Zë: 
5 ቸው QUII | 

1 30:69 1 3 

Get, AV oO TER 

na! — EIE 


ê PL © 58 


Sein TERN S22 94 





Response - Some Company Officers are, in my estimation, in the 
bottom 10% of the Coast Guard. At times they seem apathetic to 
cadet wants and needs. They often take the easy solution when 
dealing with cadets instead of the most fair or the most efficient, 


They are often late for appointments they make with cadets. 


Response - Although 1 do not plan on a service career, I still feel 
strongly enough about the Academy and the time that I've spent here 
to be interested in how well it does its job. Right now I do not 
feel that it provides the motivation that it should in order to do 
its job adequately and completely. Most cadets, when they come here, 
were not directed to the Coast Guard, and it*s up to the Academy to 


either motivate them toward or away from a Service career, 


Response - The situation has changed for the better this year. 
However, there still remains many things which make a cadet'!s life 
more miserable than it should be, The planned expansion of the 
Corps can do nothing but make conditions worse at the Academy. I 
do not feel that the need of the Service is so urgent that the 
enlargement could not wait until the physical facilities at the 


Academy are built for the new bodies. 


Response - The change of policy put through this year is very good 
in many aspects, The Company Officer is not standing Chase Hall 
Duty Officer and this is good. There is nothing so childish and 
absurd as keeping 600 cadets in the Wardroom at the noon meal for 


50 minutes because someone made too much noise during the meal. 
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Also it provides the first class an opaortunity to actually do 
something rather than follow policy set by the Administration., eg. 
the trip for Hoover's funeral and the inauguration were cadet 
organized, backed and run as well as football trips, etc. This 
is very good learning and provided the cadet officers with often 
enough and thoroughly enough to let each first class get his hands 
on something to do. Even the "con" man in the class became an 
Ensign. He should not be denied cadet rank because he is low, I: 
feel this is the point in the FINAL first class make to appoint 
actual earned positions. Having rambled on long enough I'll close 
with one final statement; ....431 Days to Go? 

Yours Truly, 


î 66 


Response - I hope this is of some help. For the first time since 


I've been here I feel my true opinion has been asked fort 


Response - I think that it is almost inoperative that selection for 
Company Officers billets be well-screened in order that only officers 
be chosen for the job who have an outlook on cadet life that will 
permit a more or less "father-son" type relationship between the 
Company Officer and the cadet, This seems to be the trend at the 
Academy at present, and it really seems to be working for both the 
benefit of cadets and the officers. However, when a tactics officer 
doesn't geet along with cadets, or better yet, when cadets don't 

get along with a tactics officer, there should be some system 


whereby the officer's supervisor could find this out. This could 
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possibly be done by having special forms required by cadets (unsigned) 
to be written on the Company Officer. In short, officers who have 


personality conflicts with cadets should be removed, 


Response - There are some good company officers and some poor ones. 
The good ones are a great help, and the bad ones are twice the 
detriment. But this is the way it will be all through life, so I 


guess it has its place here as part of the preparation for service, 


Response - The Company Officer should try and show a genuine interest 
in his company and not treat it as some job he doesn't really want, 
Sometimes it seems as if a few of the Company officers are taken 
from the bottom of their class and aren't really interested in what 
happens to the men they are responsible for. of course this is not 
true in all cases - for there are some Tac Officers who really seem 
to try and help their men. Little things too, like if the Company 


Officer shows up for a few of the IC games really help Company morale, 


Response - You apparently want us to just give a general overall view, 
This places the filling out of this questionnaire in a fairly 
difficult position. Some of the Tactics Officers I feel are doing 

an excellent job (two to be exact). The other four I feel are not 
doing their job. This I realize is merely my point of view. Maybe 
if I were in their position my ideas on the way things should be 

run would shift 180 degrees. I hope not. The main reason I would 
like to become a Tactics Officer is to see how my ideas on running 


the outfit would work. 
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Response - The big problem - not the specific - is that "consistency" 
we ain't got. It's time some Admiral decided to stop playing 
mumbly-peg with the future of the Coast Guard and decided to stop, 
take a stand, and give it a chance to stabilize. "People changes" 
sometimes take a long time to become routine - problems have to be 
solved gradually. I like some of the changes as well as the next 
fellow but I sometimes wonder if we aren't getting a bum steer in 

the long run, I like new "goodies" as much as anyone else but I also 
know that the next year they?ll be routine and cadets will be 
clamoring through the opportunities for "privileged communication" 
with top brass for more freedom, more liberty, less regulation, 

fewer demerits. Are we going to be misfits in the reality of day 


to day Coast Guard service after graduation? 


Response - I think that the recent changes in the Regimental and 
Chase Hall organization give the first class an excellent opportunity 
to share some responsibility, I also feel that this is a step 
farther away from other Service Academies which are still under the 
old "first class vs. the officers" system. However, it has some 
potentially serious drawbacks; (1) The first class must be expert 
at self government and self-discipline; this is the biggest problem 
and one which will never be solved to complete satisfaction. (2) 
Company Officers cannot exercise control in certain areas where 
they could be of assistance such as advice concerning leadership. 
These drawbacks have not been serious during the past year, but 

I'm certain that (1) in particular wili be a@ terrific problem in 


the future. 
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Response - No. 


Response - I think that more advice should be given to cadets 
beginning with second class summer, im the proper way to integrate 
the letter and the spirit of the Regulations. For although this 
is something that must be learned through trial and error, and 
varies with the individual, it is of such importance (in my mind) 
in the development of a well-rounded young officer, that more 
advice and ideas should be presented to afford a better basis 


for the individual cadet's individual choice. 


Response - Things have changed this year so that Company Officers 
were out of the barracks and spent more time working on their 
counselling, bridge playing, and coffee drinking. This seemed to 
work pretty good as it put more of a load on the first class who 


seemed to have arisen to the occasion, 


Response - No. 


Response - (1) Most Company Officers do not trust cadets. 

(2) Most cadets do not trust Company Officers. 

(3) Most Company Officers would rather discipline the 
poor cadets in lieu of giving the good cadets a break. 

(4) Most cadets think that officers are either good or 
bad. 

(5) Company Officers do not have enough contact with 


cadets ۰ 
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APPENDIX C 


RESULTS OF QUESTIONNAIRE EXECUTED BY OFFICERS 
TRAINED UNDER THE COMPANY OFFICER PROGRAM 


AND WHO HAVE NOT SERVED IN ITS ADMINISTRATION 


The officers queried in this questionnaire had previously been 
exposed to the Company Officer Program as cadets. Now that their 
ideas and attitudes perhaps had an opportunity to mature in an 
operating Service atmosphere, the chance to question them concerning 
the system of Company Officers seemed appropriate to this attitude 
survey. Although some extremes are also notable in these responses, 
the reader will note that a certain "softening" has occurred — at 
least as far as the institution of the Company Officer billet is 
concerned, Most now feel that the billet has middling to high 


Significance in the development of officers for Coast Guard service, 


Item 1 - How do you conceive of the role of a Company Officer (i.e. 
command of a cadet company, disciplinarian, cadet advisor, counselor, 


a combined function, etc.) 


Response - I see the Company Officer as I see the XO of a ship. 

The Cadet Company Commander is responsible to him like a division 
officer on board ship. Serious offenses should be reported through 
him to the Commandant of Cadets but he should not be the crying 
shoulder type for cadets ~ especially underclassmen, Spend less 


time being a "hard---" and more as an advisor (not a good guy!) 
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Response - A combination of an advisor and an evaluator. 


Response - Should be cadet advisor and counselor, not command or 
discipline (of underclass). Should exercise some disciplinary 
action for serious offenses of cadets and the first class should 


administer discipline to underclass. 


Response - I feel that the advisor, or counselor, role should 

receive the greatest emphasis. The Company Officer should limit 

the disciplinary role to larger offenses (reduce the nit-picking 
attitude to a minimum) or those necessitated by scheduled inspections. 
The cadets should command the company with only general suggestions 


or intrusion as necessary. 


Response - (1) Cadet advisor and counselor. 
(2) A stabilizing influence to prevent upperclassmen from 
getting carried away with their authority. 
(3) Be a representative of the "real" Coast Guard. 


(4) Provide for realistic military training. 


Response - His primary purposes are supervisor of the Company, its 
officers and members and their conduct first, and that of counselor 
and advisor second (both equally important). However he should 


take care not to become a second chaplain. 


Response - A combination of advisor to cadet company officers in 
lieu of command of a cadet company and an advisor and counselor to 


individual cadets. 


183 









፲ይ 


= j 








Aus Tê Û e ۱ l 
ocr NN, WE ዓይ 8 





€ enê Tod N? Antî NN tabê 


۱ 
js: (ey Û ELIGE 


eL PET MI ከከከ 





ur "MALAS s m 4 
KEN A Wi ZER 
Se. Y roba iz 


E po dit Oê YE 


۱! ۸۱ كمه‎ ête) 


LA Io) 


FF JO Wl 49. 








Item 2 - How do you conceive of the Company Officer system as a 
contributor to the overall mission of the Academy? How significant 
is the role of the Company Officer relative to that of any other 
Academy departmental or divisional assignment of relatively equal 


rank level? 


Response - The Company Officer is needed for a proper chain of 
command, This should be his primary duty with collateral duties 


taking the back seat. 


Response - Very important. It gives the cadets a close view of the 
type of individual the Academy is trying to produce. Perhaps the 


most significant role, 


Response - In the case of my class I believe it had a very little 


effect as a contributor, 


Response - The Company Officer contributes mightily to the cadet's 
impression of an officer and in general, the officer Corps. This 
impression is gained through repeated contact under a variety of 
circumstances and is, in many cases, a permanent impression, I 
sincerely feel that the Company Officer should be the best the Coast 


Guard can supply in a given grade, 


Response - The Company Officer System should provide cadets with an 
understanding of what their jobs will be as officers. This role is 
therefore as important (or more) than that of other assignments in 


that it would help cancel misconceptions that automatically develop 
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in contact with the other departments and prevent future dis- 


illusions and dissatisfactions. 


Response - After the instructors they are the primary contact has 
as a "reference group." These officers are also the primary source 
of information. As a result I would say that aside from academics, 
he plays about 80% of the contributory role of the total Academy. 


Throw in academics and it adds up to about 30%. 


Response - À very important part of the cadet's military training. 
Just as significant as academic subjects in that they will be 
applied in the military atmosphere. I think it safe to say that 
this role is the one we come to appreciate after graduation - not 
before. Non-military aspects tend to be overemphasized at the 
Academy and we find after graduation that we do not live in either 
the academic or athletic world but in the practical world of the 


Service ° 


Item 3 - To what degree does the Company Officer System mission 


accomplishment depend on the support from other Academy departments? 


Response - Departments should keep the Company Officer advised as 
to the academic achievement and conduct of the cadets in his 


company. Other than that I see no need for contact, 


Response - Completely - the Company Officer should be an extension 
of the other departments. There should be no contradiction between 
what he stands for and how the other departments accomplish their 


goals. 
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Response - As far as the specific functions of the Company Officer 
go (exposure to cadets, performing the disciplinary function, 
counseling, routine administrative matters, etc.) the other staff 
members cannot do this or help him do this. But the back up by 
their specific behavior is all important if the cadets are going 

to see consistency from the top. I am referring to instructors 
standards of appearance, dress, personal conduct, similarly enforce 
the Academy regulations, etc. It’s question of bodies. There are 
more faculty people than company officers, If the instructors 
abandon the regs almost completely feeling that the "company 
officers do it', then confusion develops - at least I was confused, 
I admit that my admiration for the company officers had increased 
a lot - about as much as I've lost for some of the "friendly" 


instructors I had, 
Response - I don't know, 


Response - None. Academic and military goals should be separate, 
A militaristic education is static and rigid, while an academic 


approach to military training can be degenerative, 


Response - Almost entirely. Without the support and cooperation of 
the other departments, their hands are tied. The officers could 
carry out a small part of their mission without support, but with 
little effect. The only reason it succeeded in its conception 35 


because the Admiral supported it and pushed it. 


Response - Instructors and departments should keep Company Officers 
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advised on the progress of individual cadets academically plus 


trends on other problems. 


Item 4 - To what degree do other departmental missions depend 


upon the support of the Cadet Administration Division? 


Response - Whether they realize it or not, almost entirely. At 

the moment and probably since the Academy's inception, the Commandant 
of Cadets or his office is the lubricant of the entire academic and 
otherwise machinery at the Academy. True, the academicians allot 

the given number of hours to courses in each class. The other 95% 
of the work, changes, substitutes in schedules, cadet availability, 
the manner of cadet responses, provision of the atmosphere for 

study, keeping cadets physically mentally, and spiritually receptive 
to the academic atmosphere is purely the effort of the Commandant 

of Cadets. I think a lot of this should be the Dean!s bailiwick. 
Part of the reason why the Commandant of Cadet's Office comes under 
so much criticism is because they do 95% of what is criticizable. 
Looking back I now have very little feeling for some of my ex-heroes 
teaching in the classroom who used the Commandant of Cadets operation 
for a ladder into our confidence, But then I don't like that trait 


in anybody. 
Response - Same as previous item, (Complete interdependence) 


Response - I think its obvious that neither can complete their 


mission without the other, 
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Response ~ I don't know. 


Response - The Cadet Administration Division should simply insure 
that cadets are physically able to study and keep up with their 


classes. If cadets are too tired - other departments will suffer. 


Response - (1) Academics ~ approximately 15% - study time could 
be adversely affected by officers. 

(2) Extra-curricular activities (especially music) 
approximately 60% - extra time can be filled rapidly and stop 


activities rapidly. 


ftum 5 - in your experience, did you find that the Academy staff 


"namam 


outside of the Cadet Administration Division had an adequate 


appreciation of the role of the Company Officer? 
Response - No. The Cadet Corps was in a like position. 
Response - Yes, I had the impression their views were appreciated, 


Response - Possibly, But when other staff people had to knock 
contemporaries it was usually the Commandant of Cadets, the Company 


Officers, or the duty officers in Chase Hall. 
Response - No, but it didn?t matter much, 


Response - No. They failed to comprehend or attempt to comprehend 
the purpose of the officers, making them fill so many collateral 


duties that they couldn?t get to us enough, 
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Response - No. Nor will they ever unless the Superintendent himself 
always shows extreme interest in the Company Officers, The Company 
Officers can't spell out their jobs in one sentence like the 
instructors. Their’s is a complex administrative task - not laid 
out like an instructor's duties so that any officer can understand. 
The Commandant of Cadets had it made with the first Superintendent 


I suspect because of what I've heard since I graduated. 
Response - Not, I suspect, until the end of my cadetship. 


Item 6 - Do officers assigned reach the billet of Company Officer 


at the proper stage of their careers? If not, how would you modify it? 
Response - Not familiar. 


Response - I believe so. 


Response - Yes. 


Response - I assume all Company Officers are Lieutenants, and if so 
I think this is the correct grade. The Company Officer should be 
an Academy graduate with no less than 4 years service and no more 


than 6 years upon reporting. 


Response - No. They should be junior LCDR*s. This should provide 
officers with very mature judgement and offset tendencies toward 


petty military training. 


Response - The billet structure calls for LTJG's, ENS's and LT's, 


This is both unrealistic and undesirable. The officers assigned 
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rather should have had at ieast 4 billets of varied experience 


prior to assuming his duties. 


Response - Yes. 


Item 7 - What would you consider the ideal career background for 


a Company Officer prior to assignment to this billet? 


Response - À minimum of 6 years service, Academy graduate, general 
line, had command or XO of an operation floating unit and a tour 


of shore duty in a District or Headquarters. 
Response - General line officer with general command experience, 


Response - (1) A tour in a white ship. 
(2) A tour as CO of a small unit, 


(3) Perhaps a shore billet, 


Response - Two years on a white ship as division officer and either: 
(a) 1 year 95! WPB and 1 year of Loran 
(b) 2 years 95* WPB as CO 


(c) 1 year 95* WPB and 1 year buoy tender XO 


Response - General line with a keen understanding of all officer 
billets. Company Officers should have served ashore, afloat and 


on isolated assignments, 


Response - (1) 2 years at sea 
(2) 1 year as CU of 95-footer 


(3) 1 year CO of loran or 1 year PG School 
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(4) 1 - 2 years as XO on buoy tender 


Response - Normal general first four years as CG officer. Sea 
duty (OSV, SAR, OAN) and loran duty. Shows cadets a general idea 


and pattern for initial tours. 


Item 8 - In your opinion, are there any organizational structure 
weaknesses in the Company Officer system? Please elaborate if 


your response is affirmative, 


Response - The Company Officers are usually assigned as coaches 

with various teams and through this position some friendships with 
cadets develop which can cause unfair relationships between officers 
and cadets at the expense of others. The Company Officer so 
involved limits his field of view which naturally contributes to 

his particular bias and definitely affects adapt standings. Even 
the truly exceptional officer would suffer from this because even 

if he could maintain his perspective some of the cadets would not 
look at it that way. The Commandant of Cadets can't afford this 
without destroying some of the effectiveness of the Company Officer. 
1 personally believe that some of the less talented Company Officers 
sought this association because they couldn't grasp the implications 
of their primary function but know they could find their way 


around a football. 
Response - Not that familiar with the structure. 


Response - They (the Company Officers) take too much responsibility 
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from the first class cadets, Cadet handling of responsibility 
is esential to good development as an officer. When I was a first 
classman the Company Officer took control almost completely out of 


the companies and the first class were left out of decisions. 


Response - I am not that familiar with the organizational structure, 


Response - No. 


Response - Yes. First, no defined organizational structure was 
set forth in writing, Second, cadets were not informed of what 

to expect of officers - no set guide was available, One officer's 
pehavior at the Academy contradicted another. However, there was 
more consistency among the Company Officers than among the 


memen.:i15 of tho Faculty. 
Response - No, not aware of any. 


Item 9 - What do you consider the most beneficial features of the 


Company Officer System? 


Response - (1) Should allow the first class to come into closer 
contact with commissioned officers for a better understanding of 
service life, 

(2) The cadets with problems know exactly who to go to 


when they have problems or need counseling and advice. 


Response - (1) Ability to fairly evaluate a cadet through close 


association. 
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(2) Liason between cadets and the Administration. 


Response - The cadets have someone to discuss CG officer life, their 


problems, major decisions and in general, service life, 


Response - The immediate availability of an experienced, mature 
officer to provide counselling, advice, and a model for cadets to 


pattern their attitudes, appearance, and leadership qualities on. 


Response - (1) An opportunity for the Administration to understand 
cadets better through the much closer observation of the Company 
Officer. 

(2) An opportunity for the cadets to get a better (and 
perhaps only) insight into the more practical aspects of what they'll 
be doing and how they'll be living after graduation. 

(3) A chance for the Academy to eliminate (by better 
evaluation) doubtful cadets - particularly the brighter cadets 
who can't tie their shoes without gumming it up. 

(4) The best system yet devised to provide a counselor 
for cadets. The Company Officer tends to be a good counselor because 
to be a good counselor you must also have a good understanding of 
the problems of the counselee, 

(5) An opportunity to counter the non-CG (non-military) 
influence of the athletic and academic programs and so prepare the 


cadets better to accept military life. 
Response - (1) Simplicity of the basic system, 
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(2) Availability of an experienced officer to serve 
as advisor (even if not available at best times) 


(3) Guidance to cadet officers immediately provided, 


Response - Cadet counselor and advisor and an example for a 
typical CG officer close at hand for the first time in the Academy's 


history. 
Item 10 - Do you have any other comments? 


Response - I simply do not believe that it is necessary for one man 
to control 100 cadets. It seems that one for each 200 or 250 cadets 
would be sufficient in an advisor capacity, and then only with 
major problems. Let first class cadets have more control. This 


is my feeling on the subject. 


Response - I believe the Company Officers to be the single most 
important group of men at the Academy (exclusive of the Superintendent). 
Their contact with cadets is frequent, to the point of being 

nearly continuous, and as such is bound to make definete impressions 

on the cadets. In order to make best use of the impressions 

gained by the cadets, I believe the Company Officers should be 

picked with great care to obtain the most stable, mature, and 
personable officers available. I am certain that there are perhaps 

a whole handful of officers above the grade of LCDR in the entire 


Coast Guard who can appreciate this fact. 


Response - The Company Officers serve as staff advisors with the 
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cadet officers serving as line - this apparently has not been 


made clear to anybody involved, 


Response - The Company Officer should typify the typical CG 
officer. He should be able to present the cadets with a general 
idea of an officer's career pattern. In his work as advisor he 
should (I recommend it anyway) hold sessions with the first class 
cadets in his company to give them a more specific background 

of initial officer experience pointing out some of the pitfalls 
and the administrative, training and leadership situations that 


he may have been exposed to. 
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APPENDIX D 


RESULTS OF QUESTIONNAIRES EXECUTED BY OFFICERS 
NOT TRAINED UNDER THE COMPANY OFFICER PROGRAM 


AND WHO HAVE NOT SERVED IN ITS ADMINISTRATION 


Survey parameters. The purpose of this questionnaire was to 
briefly probe the above indicated category of officers to determine 
how deep knowledge of the Company Officer Program had penetrated 
the operating Service. On the premise that this billet should be 
filled always by officers of highly select characteristics, and 
that if selection procedures were refined such that Commanding 
Officer recommendations were to be required for officers so 
appointed, it follows that the operating Service must have some 
knowledge of the particular talents required. 

The responses herein, from a sample necessarily limited by 
the available time for research, are perhaps representative of 
that penetration. These results show that many officers know very 
little about the Program, others seem to have had some contact 
either through assignment to vessels involved in cadet cruises or 
through the teaching staff at the Academy. Still others have 
obviously been exposed to officers who served in either of the 
first two categories. These responses seem to indicate a need 


for published information available to the Service generally, 


Item 1 - How do you conceive of the role of the Company Officer? 


(i.e. command of a cadet company, disciplinarian, cadet advisor, 
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counselor, a combined function perhaps...etc.) 


Response - À cadet advisor and counselor, These roles are 


impossible if the role of disciplinarian is incorporated. 


Response - ? Never heard of "a Company Officer" before. Could 


you mean the cadet officers? 


Response - Disciplinarian, cadet advisor, counselor, - a combined 


function. 


Response - Combined function: Disciplinarian, etc., as described 


above. Sets attitude and appearance example, 


Response = I should say that the Company Officer should avoid those 
areas of discipline normally delegated to the first class. More 
of a source of Coast Guard information - and academic advisor - 


but not "father confessor,'! 


Response - Personally, I am not in favor of a Company Officer in 

name or in fact, I firmly believe that the upperclass cadets are 
capable of commanding their own companies and administering the 
disciplinary system. The position of advisor or counselor should 

be filled by an experienced member of the faculty. All too often 
inexperienced LT's are assigned as Company Officers. These well- 
meaning officers find it very difficult to adapt to whatever 

System is in effect, as it is usually quite different than when 

they were cadets. "Things have gotten soft since the good old days." 


In the transition period a lot of damage can be done, both to the 
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cadet-advisor relationship and the advisor-staff relationship. 
With a permanent faculty member as advisor, these break-in periods 
do not exist and a smooth flow can take place as command policies 
change. 

As I see it, the Company Officer is placed as a buffer 
between command and cadet, Since when will an officer ever have 
a buffer at his disposal? A cadet should learn early to fight 


his battles with the powers that be, and do it alone, 


Item 2 - How do you conceive of the Company Officer System as a 
contributor to the overall Academy mission? How significant is 
this role relative to that of other billets at the Academy of LT 


rank? 


Response - Because all my information is based on hearsay, 1 do 
not see any useful contribution of these program to the preparation 


of officers for the Coast Guard. 
Response - ? Again. Never heard of it before. Can't answer, 


Response - The Company Officer System should contribute to smooth 
EFFECTIVE administration of the cadets!" records, daily routine, 
requests, and problems. As such it serves as a line function in 
the barracks and associated traing in military drill and tactics 
while its main purpose should be that of staff function to the 
overall Academy academic and professional training of future Coast 


Guard officers. 
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Ine significance or tne role of the Company Officer System is 
extreme since the Company Officers should be the initial contact 
point with the cadets when they seek counsel with personal problems 
(this does not preclude such contacts for academic problems, but 
the teaching staff should be sufficiently alert to those problems 
to counsel cadets before the problems reach serious magnitude, The 
teaching staff should keep the Company Officers advised of such 
counseling). 

The Company Officer must be the type of individual who can 
inspire the confidence and respect of the cadets. He must be firm, 
fair, honest, with his interest in their problems, and he must have 
the support all the way to the top. Unfortunately, there were period 
between 19 and 19 when the Company Officer System or members 
thereof, inspired only disdain and lack of respect, becoming a mockery 
as the result of non-support at the very top levels. This was not 
the fault of the individual officers, but their attempts to comply 
with the written policies (along with some of the instructors) was 
not supported by those higher up responsible for establishing those 
same written policies. It was a case where the officers were in a 
confused state operating under a "Do as I think you should do - not 
as I so instructed," The role of the Company Officer is of such 
importance that the attention given to the selection of those LT'!s 


should be given utmost consideration. 


Response - The Company Officer can, through close contact with the 


cadets, keep them at the Academy. He normally represents what an 
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officer should be to the cadets. The teaching staff represents to 


cadets just that - teachers. 


Response - This depends on the mission, or more exactly, the inter- 
pretation of the mission that exists at the time. 1f the mission 
is to turn out men that that can on their own two feet, the Company 
Officer will hurt the mission. If the mission is to produce more 
bodies, flunk fewer, etc., then the Company Officer has no place 

in the system, If "special considerations" are to be made, they 
should be arrived at through the cadet and the Academic Board. 

This is the same sort of relationship that officers have with 


Headquarters. 


Item 3 - To what degree does the Company Officer System mission 


accomplishment depend upon the support from other Academy Departments? 


Response - I would think a great deal. I feel the greatest benefit 


would be in academic counseling - coordinate extra instruction, etc. 
Response - Little other than the Commandant of Cadets office. 


Response - I do not know anything about the Company Officer System 


so I can't really discuss its "mission" in the Academy scheme of things. 


Response - Sorry, I'm at a loss. I really don't know that much about 


the Program at all. 


Response - It is highly dependent upon successful cross-communication 


with the teaching staff as well as support from above in the Cadet 
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Admin Division, the Superintendent's Office and the Executive 
Board. This latter support which has been lacking to a marked 
extend, could be best achieved by the establishment of clearly 
defined policies conceening the administration of the Academy, 
especially regarding matters of academic irregularities and the 
Cadet Regulations. Inter-department cooperation could be improved 
by exchange-briefing sessions between departments to familiarize 
new members of both faculty and Commandant of Cadets staff with 
the roles of each. Improved understanding should lead to improved 


cooperation and performance, 


Response - The other departments should realize they only have 
contact with the cadets during short periods of time, The Company 
Officer is in constant contact with cadets, and what may seem to 
be a major problem to the instructors is only a small part of the 
Company Officer's responsibilities. More tolerance toward the 


Company Officer's job by teaching representatives. 


Response - This question I cannot answer. I do not believe ina 


Company Officer System. 


Item 4 - To what degree do other departmental missions depend upon 


support rendered by the Company Officer System? 


Response - Obviously, if the Company Officers assist in the academic 


development, it will assist the academic departments, 


Response - Can visualize none, but às before, my information is scanty. 
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Response - Other departmental missions are directly related to the 
support rendered by the Company Officer System. Awareness of 
problems in the barracks can provide instructors with necessary 
insight to handling academic problems realistically. Only by a 
mutual exchange of information and ideas can effective cooperation 
be achieved and ultimate training and development carried out most 


efficiently. 


Response - Somewhere along the line there are some cadets who need 
a push by the Company Officer that a teacher or instructor cannot 
give them, The attitude change that can be accomplished by a 
Company Officer - cadet talk - can assist an instructor by making 
his teaching effort easier and more acceptable, Suggestion: 
Advise the Company Officer of a lax cadet and it may be discovered 


that there is some problem over and above just a course or grade. 


Response - Ditto to before. I cannot answer because I don't 


believe in the System. 


Item 5 - Ifyou were setting up a Company Officer System, what 
would you consider as the ideal career background for officers 


being assigned to the billet of Company Officer? 


Response - Try to get as general a background as possible so that 
the academic output doesn’t appear as coming from a single world, 
Not at all sure that some non-Academy officers might be beneficial. 


Most any general CG duty schedule would be an appropriate background 
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and place more emphasis on the officer’s performance after graduation 


than during his Academy tour, 


Response - 18 - 24 Months as a JO aboard white ship 


18 - 24 Months as CO or XO smaller vessel for admin- 


istrative experience and personnel handling 


18 - 24 Months in a District Office to get some feel 


for the big picture, 


I realize the above is impractical and not in the best needs of the 


service but I believe the response meets the specific criterion, 


Response - Five to six years of experience in the field as a 


minimum. The careers encountered during this period is suffic- 


iently general to give some experience both afloat and ashore, 


If the requirement that all officer instructors have a Master's 


degree is established, then the Company Officer should also have an 


advanced degree to prevent an automatic (and unjustified) down- 


grading of that job in the eyes of the cadets. 


Academy graduate 

Weather patrol or Icebreaker Duty 

Loran (all cadets are interested in this) 
Athletic background (involved in some type of 
coaching at the Academy) 

Average student at Academy (for tolerance toward 
average cadets) 


Military man first; student second 
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Response - If I was forced to set up a system, I would prefer an 
officer with as wide a background as possible, 

a, Academy graduate 

b, Usual shipboard experience 

Co Loran or equivalent 

d. Same sort of shore duty experience 

e. Hand picked for mature personality 


f. Gung Ho (not faked) 


Response - From what you know or may have heard about the Company 
Officer Program, list the duties of a Company Officer as specifically 


as you can, 


Response - I really have a very vague idea of just what the Company 


Officer does. 


Response - (1) Assistant Commandant of Cadets at the "er ass roots" 
levels primarily for administrative purposes. 

(2) Cadet advisor and counselor. 

(3) Serve as an example of what a Coast Guard officer is 


and what is expected of one. 
Response -— I haven't the vaguest idea. 


Response - To develop and maintain "Service Records" for the individual 
cadets. To serve as the approving officer for the routine cadet 
requests and reviewing officer for those requiring forwarding to 


higher authority. To counsel and advise both cadets and their 
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parents concerning prob' ems, routine development, and evaluation, 

To present the backgro id information necessary at any Executive 
Board, Adaptability B vd, or Sub board: To serve as investigating 
officer when so direc: ed. To serve as Chase Hall Duty officer (when 
so required) along w `i other officers on the academic staff. To 
participate in Excha 2 Programs with other Service Academies., To 
escort cadet companics on extended trips. To oversee the general 
daily routine and oıt itting of the cadets, their military training 
in drill and indoctrination, and to evaluate the performance, 
adaptability and development of the cadets with respect to their 
peers. To advise and consult with faculty members when problems 
arise in academic areas, To fulfill other Academy collateral duties, 


make cadet cruises, attend and present miscellaneous lectures, 


Response - He is the "DI" of the Academy set-up. The only difference 
is that he is dealling with officer-student type personnel and they 
should be treated differently than recruits, His duties are not as 
important as his attitude toward his jobs to impress by attitude, 
effort and examples; to bend by listening or yellings to sympathize 
when required, and turn cadets into Coast Guard officers who like 


the Coast Guard - easier said than done, 


Response - No. 


Response - Anything I know is just heresay. I’ve heard that the 
Company Officer has degenerated to just a "shoulder to cry on," 


and I know (but perhaps it's because i'm older) that recent 
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graduates find themselves somewhat miffed to find that they can't 
run direct to the Captain or XO with their problems. Maybe this 


is necessary however to graduate more people, 
Item 7 - Do you have any other comments? 


Response - I can't help but feel that I'm trying to make intelligent 
comments concerning a subject of which I know nothing - and this is 
a bit difficult. I have not been back to the Academy since gradua- 
tion (due to duty assignments and not personal preference), have not 
served with anyone who has (aviation) and know very little about the 
whole Company Officer set-up. Would have a more definite opinion 
perhaps if I saw some figures on attrition. Then there is alwsys 
the question "What is Good?" and "What is good for the CG?" Sorry 

I can't be more specific, Hope to get back there soon for a class 
reunion perhaps and after a two day stay I know 1*11 be able to 


solve all the problems if any. 


Response - Extremely difficult to complete this form as all the 
information I have is strictly hearsay. I barely know what the duties 
or functions of the Company Officer are; let alone the chain of 
command responsibility or interdepartmental relationships. Of what 
little I do know, I can not see a useful purpose served by them, 


By useful I mean "useful in the training of cadets to become officers," 


Response - Since I have never heard of the "Company Officer System" 
(Up to question __ I though perhaps you were concerned with the 


"cadet! company officers) I would not comment on any part of the 
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Academy's internal organization (gf which I am equally ignorant). 


Sorry. 


Response - This program should utilize officers who have specifically 
requested this type of duty or those who have indicated an interest 
or willingness to accept such an assignment as determined by tactful 
(non-pressurized) inquiry prior to assignment, Under no circum- 
stances should this assignment be filled by direct order without 
consultation, 

One final comment on the philosophy of teaching cadets to become 
officers (leaders) by turning the reins over to them, Delegation of 
authority is good, but along with it goes the associated respon- 
sibilities. These responsibilities must, in fact, be exacted if 
the program is to be effective, Furthermore, the system MUST have 
an effective system of checks and controls. The Company Officers 
play - or should play - an important part in this phase. Past 
administration has, I believe, prevented this as a matter of policy, 
thus frustrating those dedicated officers who seriously are desirous 
of developing top quality future Coast Guard officers and thus 


defeats the primary mission of the Academy. 


Response - Each year the Cadet Cruise changes from a training cruise 
to a disciplinarian cruise, The pattern seems to bes Train for the 
outgoing period = discipline during the return trip to the Academy, 
Company Officers tend to be very guilty of this, The cruise should 


not be demerit loaded, Extra duty would do the job and be more 
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like shipboard routine. A check would probably indicate demerits 


go up when heading home, (rate) 


Response - No. 


Response - No, 
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APPENDIX E 


COMMANDMENTS OF GOOD ORGANIZATION 


Source, Prepared by the American Management Association for 
the guidance of persons active in the field of organization and 


management. 


1. Definite and clear-cut responsibilities should be assigned 


to each executive, 


2. Responsibility should always be coupled with corresponding 


authority. 


3. No change should be made in the scope or responsibilities 
of a position without a definite understanding to that effect on the 


part of all persons concerned. 


4. No executive or employee, occupying a single position in 
the organization, should be subject to definite orders from more 


than one source. 


5. Orders should never be given to subordinates over the head 
of a responsible executive. Rather than do this the officer in 


question should be supplanted. 


6. Criticisms of subordinates should, whenever possible, be 
made privately, and in no case should a subordinate be criticized 


in the presence of executives or employees of equal or lower rank, 
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7. No dispute or difference between executives or employees 
as to authority or responsibility should be considered to trivial 


for prompt and careful attention and adjudication, 


8, Promotions, wage changes, and disciplinary action should 
always be approved by the executive immediately superior to the 


one directly responsible, 


9. No executive or employee should ever be required, or 
expected, to be at the same time, an assistant to, and critic of, 


another, 


10, Any executive whose work is subject to regular inspection 
should, whenever practicable, be given the assistance and facilities 
necessary to enable him to maintain an independent check of the 


quality of his work. 


11. Each part and subdivision of an organization should be the 


expression of a definite purpose in harmony with the objective, 


12, The interest of an employee or group of employees must not 


take precedence over the interest of the concern as a whole, 


13. Preferably, an employee should receive instructions about 


a particular operation from one man only. 


14, Each person from the top to the bottom of the organization 


knows 3 
a. To whom he reports 


b. Who reports t him 
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15. The duties of every person in an organization would be 
confined as far as possible to the performance of a single leading 


function. 


16. The duties, responsibility and relations of everyone in the 
organization structure should be clearly and completely described 


in writing. 


17, An organization to be efficient should bring together only 


those duties and activities that are similar or are directly related, 


18, Work assignments ... À reasonable work assignment is an 
amount of work to be done in a given time, for a wage mutually 
satisfactory to the worker and management, and capable of being 
performed by a worker of average skill in the time specified with 
an amount of free time sufficient for personal needs and the 


relief of fatigue. 


19. The highest individual productivity is possible only when 
the worker is given the highest class of work for which his natural 


abilities fit him. 


20. Policies should be translatable into practices, terms and 


pecularities of every department or division of the enterprise. 


21. Policies, regardless of how fundamental, should not be 


inflexible; they should however, have a high degree of permanency. 
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22. There should be as many policies as necessary to cover 
conditions that can be anticipated but not too many policies to 


become confusing and meaningless. 


23. Span of control should not exceed the capacity of the 
individual to properly supervise those under his direction, and 


to handle his assigned responsibilities, 


RECOMMENDED PUBLICATIONS FOR À WARDROOM 


THE SUPERVISION OF PERSONNEL by John M, Pfiffner, (Excellent intro- 
ductory text for organization theory and administrative practices, 
particularly with problems.of first-line supervision. A recommended 
"first" for new officers and those more senior for whom this would 
be their first contact with the literature in this area.) Prentiss- 
Hall, 1958. 


ADMINISTRATIVE ORGANIZATION by John M, Pfiffner and Frank P, Sherwood. 
(The next steo up once the area of first-line supervision is digested. 
Excellent for a "read-through" to develop a larger context of admin- 
istrative theory generally. Excellent discussions on "formal" and 
"informal" organizations.) Prentiss-Hall, Englewood Cliffs, N.J., 
1960. 


CONFERENCE LEADERS GUIDE TO EFFECTIVE SUPERVISION by Milon Brown, 
(Good for basic "hints" for the shipboard supervisor. Uses 
"dialogue! approach which can be very useful to junior officers 
particularly.) The Macmillan Company, 1956, 


SUPERIOR-SUBORDINATE COMMUNICATIONS IN MANAGEMENT - AMA Research 
Study No, 52. (Excellent research findings and essays on the 
subject of communication in an organization, Easy reading.) 


HOW MANAGERS MAKE THING HAPPEN by George S. Ordiorne. (Good text. 
Attention directed to Chapter 3, "How to Identify What Needs 
Improvement.'t) - Prentiss-Hall, l961. 


READINGS IN MANAGEMENT, Koontz and O'donnell. (Particularly, note 


page 220, "The Ten Commandments of Good Communication," an excellent 
basic text) McGraw-Hill, 1959. 
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DEVELOPING EXECUTIVE SKILLS edited by Harwood F. Merrill and 
Elizabeth Morting (Note essay beginning page 99, "The Superior!s 
Responsibility Toward His Subordinates" as a part of the section 
"On-the-Job Coaching") By AMA, New York, 1958. 


EXECUTIVE CONTROL ~ THE CATALYST by Wm Travers Jerome III. 
(note page 22, "The Appraisal of Alternatives - the Essence of 
Control") John Wiley & Sons, Incorporated, New York, 1961. 


MANAGERIAL PERFORMANCE STANDARDS by Virgil K. Rowland, AMA, 

New York, 1960. (cite page 116, "Setting Up Standards for First- 
Line Management," This is an excellent verbal dialogue exchange 
showing how an Executive Officer might help Department Heads 

and Division Officers to describe their own standards.) 


PERSONALITY AND ORGANIZATION by Chris Argyris. (Excellent 
discussion which drives home the "individuality" of people. A 
fine text on the subject of "common sense."* Harper & Row, 1957. 


THE UNCOMMON MAN by Crawford H, Greenewalt, president of DuPont. 
(A good book from the "driver's seat" approach to the subject of 
the demands on a manager, A small book - handy for thought and 

digestion on a busy schedule.) McGraw-Hill. 


HANDBOOK FOR SUPERVISORS. (Nothing original here but it has 
value as a "handbook," It is small and relatively brief, Covers 
"key! points. Best part for junior officers begins on page 196, 
"Counseling Techniques.!) Prentiss-Hall, 1959, 


BASIC CIVIL SERVICE 


INDUSTRIAL RELATIONS, NAVPERS 10793-B 


PUBLIC PERSONNEL ADMINISTRATION by ۵0۰ Glenn Stahl (Good basic text 
to expand on "strict data't as elicited in NAVPERS 10793-B) Harper 
+ Rew, Publishers, Inc, New York, 1962. 


DECISION MAKING 


EXECUTIVE DECISION MAKING by Manley Howe Jones (Good general 
management reading for any officer, regardless of rank. However 
at least one of the basic texts above would be considered a 
better "starter! for junior officers particularly) Richard D, 
Irwin Lo. Ince, 1957. 
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(Letter of transmittal 
forwarded with all 
LT Joucs J. Rooney I questionnairea) 
Moutexey, California 
92950 
April 1, 1955 


Dear 


ia ecoporaticon with the Ácodemy,o study of the Company Officer 
Svaten is in 270237935. Concora vill vo with historical evolvemeni, 
cysten iicterdependence with oíhor Ac accny CAPES s d to define 


roro Cloarly the ereelfie role cof the Company Officer in the system's 
miscica in the licht of changes over the past zeven years. 


i6 is hoped thot the Study might bo cf volue to future csoigaocs 
in the Cades Adwinistracicn Division ena Co Academy staff persomel 
sonoros es انه‎ censal Pë om, 


The Stady is Zurthor being cenducted for reseoreh purposes in 
poaxtisj iulfillwont of tho requirenines Tor uy degree, Taformoticn 
200005500 in the enelosed quecuicunairo vili provide Paxtial source 
darê, Officexa who vere involved with XYCDR COSTELLO! & Scudy of Live 
JOSS ego vill note repetition of a Umber of the cuestions then 
asked. Tae object here ود ود‎ astemmine essential oxblock changes 
waieh may have occurred in the arcos covered by that sbudy. 


I respectfully solicit your participation by responding to the 
questions therein, Your sigurt XC.39 not rewired, No reference 


Vlli bo made to the nano 9 YORK, OF position of the Commenting officer. 


Categories of personnel roceiviag questicuneires ere eg fellows: 
Co Officers who hare filled b 133045 la the programe 
b. Cfficern trained under “ho PIOTTA. 
. 6۰ 020146725 not troted under the Pragrane 
do Officers vho were cadets at theo time of INSOpvica of the 
از‎ 22 o | 


@o Cadets now as the Academy, 


Upon completica the cuy wal focerdod to the fe Gm, After 
the deta is reviewed, correlated, and ancoxporsted the questionnaires 
will be destroyed, 


Waile scene cf the M@estions appear to be quite pounmsed, the 
objective in port in to identify stews in Systom evolvenens © not to 
uncover ncneprotecsslionsz) diCficultlon or anvelvencnis which would serve 

ibile or zo future relevance. Picase do nob feck iimitcd to the 
SLOP 01 the questions posed. frsrthing you cenoider relevant is ۵ 
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extinent response o 


Your ccoperation by returning the completed questionngire at the 
eariicst practicabie moment waild be sapreciated. A self-addressed 
eavelcpe is enclosed for this purpose. , 

May I thank you fox your time and atsictence. 


Respectfully, 


JAMES J, ROONEY 


Encl: (1) Questicmnaire 
(2) Returmeaddress envelope 
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Appendix F = Questiounaire Cover Sheet (one each with each question- 
noire) ቺ 


QUESTIONNAIRE COVEN SHEET 


Points. to keep in mind while executing the questionnaire: 


l. Beas frank as you can. 
2. Signatures are not required, 
` 3. Avoid personal involvements and personalities. 


4. Disregard the numbering of questions, Numbers 
indicated are merely for data processing purposes. 


5. The questionnaires will be destroyed after incorp-. 
oration of the data. 


6. Above all, try to be as objective as you can. 


7, Please return the questionnaire as soon as possible. 
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(Past & Present 
Company Officers) 
Leas o complete tio following Given duc considoration to ino 

rank ordoring in columya 2 and 3% 7 











w... sd "ën td —— —* 


p OY OR CIMGCh AS APPLICABLE, "Rank oe means 1 la 

CDen pexrcenteno (column 2), and most important in torns of 
Xm mission of the Company officer (coivan E Ds 300000 
numbers indicate losser jimportamcoa or nercontages » 


Cheel: if it Rank order Rank order 





(r) Gollateral dutios in Division (list them) 


በ 


XI according according 
to % time to import- 
given ance of the 

function. 
(6) Adaptabit ty Interviews — De. n — 
(5) Conduct Interviews — — 
(c) Aondonio Interv Lows — L 
(4) Clorical (Typing/filing) — k اش‎ 
(o) Correspondence with parents "UL E 
(f) | driving revisions to pubs V... — 
(c) Writing sumarios for Ex,Boavd — 
(h) Writing Division Oporders een — ETT 
(2) Writing Cruise Oporders LAWA SR 
(4) Suamer Adapt preparation —X? — 
(RH) Academic Yr adapt preparation — ee ae ۲۷ ۳ 
(1) Barracks inspections "9 — — 
E: Classrocm Instruction | — — geneet E 
(n) Interconpany athletics ው 2528 — e ng ee 
Loi Investigating charges mE E ae 
Lol PAD trips farc the Division — D bad 
(a) Conforonco timo per week SR ex. 
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(t) Additional functions not listod above (list hen) 
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| 
On cruise, the oben oi functional working hours per day averages 
out as Follows: 


one int oyview houra (ins peetlons, on watch, Givirg irmstructions 
capa waten schodules , jn mootings, 
at quarters, Grills, otca] 


mn 


Total hours per day (EAGLE) 
| 


— [o D 





Can eee eee ا‎ ጫጩ - 


edo du Po Pod n Le ars sy e rap يصب حوس‎ — 


Interviow Hours, total por day {ZALTE) (CUTER) 


— 
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lo How do you coneoivo of the ldonl roils of the Company Officor? 
(not necessarily in consonance with tho item Listing on the first 
two paros) / | 


L1 
Ë lna 
"nn 
i i 
2 


Sc WE 


2 


1G, For tho following dutios of tie Carpeny Officer, ploaso 

indicate tho order in which you fool you actually sponi, tho 
most tine. Rate in descending order of tine spent; 1 indicates 
dO3T, û indicates LEAST, 


(a) Counseling and guidance worl: 
(bo) Leadership Training Activi ties 
(c) Enforeaamt of discipline ê 
(4) Administrative work (clerical, data accuulat on) 


(o) Staff work (meetings and special assimmuicnts 
of the Conmandmt of Cadets or his Assistent) 


! (E) Collateral duties 





ap, Po you fool that tho Caapany Officerss dusies as disciplinarian 
‘ and ceunsolor conflict, and thereby decrease effectiveness in these 
GWO aroas? 


/ 


YES NO 


وس ~di‏ لسريس سو تبر عرو 





Conmicnt: 


= 218 
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a 330 Tn directing company activities. (e.g. iotercospany sports, 


ر 


company drill, ote.) indicato the type or policy usode 
(a) Hointalned tight control & supervision 


€ a mv 


(b) Direeted and controlled, primarily through 





7 cadet officors and tne first class | 
(o) Allowod cadcts to rum activitios with a 
nîniana of direction from yous 
GOLET? 


ho. Do you feel that too much of your: tine was spent in purely 
clorical work? 


YES Tro 
COn ium: 
DC. Fron your experiences, do you feol that the tight class 


e edule gnd daily cadet routino wade it difficult for you to 
65.:215:5ዕ5' ህ قلات اه‎ piYG4puly wusu you wisucd LÛ Maat bo Isuf 


1 


YES HO 








COLMENT š 


6C, Which classes did you tend to keop the closest overall watch 
on? 

AIL 1/0 .. 2/0 30. [Hi 
¿Co From your experience, using "1005" as tho basis of your 
concept of adequately e. counsol.lod", indicato below the percent 


of "completensss of counscliing" Tor the following: 
PERCEUT 


(a) Unsatisfactory cadots 





(b) Borderlino cadets 

(c) Below averago cadets a... xua EB 
(d) Average cadots 

(o) Above averago cadots 


COMENT (2): 
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ERA 





Ak SO ae ከን 


= 
DENÊ 
Kë 
ይይ) 
US IN 
i ۱ an az 
o CN B ENT 


ER. Do you fool you haà adoauasto training ond/or lnowlodgo 
in one following areas when you wove assigned to this duty? 


YES NO 
(2) Guidance and camsolling procedures 

e Ee eager Tre er 
(p) Loadorship training tochniquos ۱ — 
(c) Understanding of basic objoctives of 

the Company Officor Program D Ma zen: 
«4 (d) That which was specifically oxp ected of 
. you as a Company Officor 





4 


In which aroas, if any, do you fool officers assigned to the‏ و906 
Acadgny as Campary Officers need additional preperation?‏ 


(a) Basic psychology 
(b) Guidanco and counselling tochniques 


(c) Structuring and management problems ia 
Laorgor organizations 


L AAA Po 
We) Fer ru 
Cart am sc 
û E” ጩህ 2. f an 


(d) No added prop aration ne 6666 


(o) Pleaso spod fy any other areas you consider 
significant 


100 و‎ Indicate your opinion of tho offoot c? tho Company Officer 
Program as a whole. 


(a) Dofinitely improved tho quality of the Cadots 
23 a Corps 


(b) Had littlo or no offect on quality of Cadet 
Corps and tho Academy Progran 


(c) Hindered accauplishment of tho Acsdorzry 
Progra 


(ad) Program conceptually good has vacíllated în 
policy too much since its incoption vo pain 


a solid footing in the overall scheme of things 


v» 
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$^ 
f ER 
i i 


. 3R. (a) To what domres doss She Company Officor systom rely on 


the support of other dopartucnts for effoctívo mission accorap. 
lishmnca 6? 


(b) In your opinion, does the systan gain sufficient 
suppors Lrcr the othor departmcnts? 
A | HO 


Orr oeie weed rer 





Pleasc olaborate if answered nogativoly. 


2R. Hou significant 1s tho volo of the Cadet Administration 
Division reh tive to each of tho other dopartiaents at the 
Acadony ? ü 


سنا 


lR, In your experience, did you find that Acadany staff 
porsonnel owsido of the Cadet Admin, Division had an adequate 
appreciation of tne role of the Compmy Officer? 

XES NO 


4 





TC HO, how can this situation be improved? 
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Û SR. What sígnifloent changes effecting tho Company Officer 
Program took placo during your tour? How wo SC you evaluate 
those chan gos ? S 


5 


OR. Do you Zool that Company Officers are sufficiently highly 
selected to post serve the mission? 


YES NO 


e 








{Ro Do officora asgigned as Company Officers reach the billet 
at tho proper stage in their careers? 


YES | NO 








? 


OR, What wovld you consider the idcal background for a potent sial 


Canpany Officer? 


E In your opinion, were/are there eny organizational’ structure 


selmesseg now or formerly exist Ging in the system? If so, what 
B ue they? 


ICR, What would you consider as the boneficial featuros of 


Company Officer Program? (list in decreasing order of importance} 
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ር ۱ iR. Do you eonsider tho bille t o? Coapaauy Officor to be 


e J 
HORE, LOSS, EQUALLY significado to the Academy mission relativo to 
others billetes at the Acadowy colling for TI rank? I 


j 


HORE LESS .  BQUATIY — 


— —— 





COLL ፲:, 11% 5 


¿Ro In tenas of othor billets to which you have beon assigned, 
do/did you. find the Canpany Ofíicor bill t to bo: (Choose one) 
(a) moro challenging than most 


Mo 
i (b) oqually challenging wi th ono or moro 
(c) loss challenging than most 

(à) most challenging 


IHR. Was/is tho elorical staff sufficiont? YES 110 
COMMENT (፻) 


LOR, How do you view the “duel chain of comand" (i.e. cadot 
conpony conua dor through Conpany Officor to Comandm t of Cadets, 
end company to regina t to Conmandmt of Cadets)? 


`w. 
ዓፍ 


LOR, If you sorved in both an instructor's billot and the billet 
of a Caupany Officor, Which of those was: 
CO.OFFICER — INSPRUCTOR 
(a) Moro clearly 6 
(b) more challenging 
2 | (e) domanded moro of your tinme 
(d) was more porsonally rewarding. 
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Ye T “መመ በው መጣው 


ደዓ ያክ ደዊሎም) 


ሠገ h th 


|| 


nr A 





v 


( ` o Choose ono of the following as that which mot clearly 
describes your concept of tho most officient organizational 
structure for the Cadot Adninistration Division: 


(a) 





Lena of Cadots 
' 
š 
Asst Cowdt of Cadots 


i 
ቴር፲ጊገንቧገጊ OLLIE arg 


— — 





çendî of Cadets 
Asst Comdt of Cadots 
, Fat Debt. Co. Officor end Batt 


batt 
Other Batt Co,0fficers Othor Batt Co,O0fficors 


Or 





Co. Officer 














MAP Zeg e Le We are 


(6) Condt of Cadets 
i 





Asst Coadt of Cadots 





Senior Company Officer 
i 
Other Connpany Officers 


H +. 











a cq ih. هل اد‎ 


(4) Other than stated, The best would be: (iloase 
indicate), 





` 
ማኢ 


¿Ro The Compay Offícor Program has now been in effect about 
seven yoars, At tho 2-year point ICDR John Do Costello USCG 
conduc tod a study of tho aeaten, In part he concluded that at 
that point in timo the system had achieved a kiml of “cautious 
acceptance" within the Cadet Corps. Would you say that as of 
now or at the conclusion of your tour (pleaso indicate year) 
that this conclusion still holds true? If not, how would you 
modify it? : 3 


— 
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22, Should the Roginmental Comandor or any of'his*stafT report 


directly to any of the compary officers in any capacity? 


XES | HO 





IT YES, please elaborato, 


23. The assistance of tho Acadony psyocholozist has boon utilizod , 


in varying degrees for both statistical. reasons and counsollingo 
In your experience, would you say that this availability has been: 
(Choose one) + 


(a) indisponsabl.o |. (0) saaoubabt holpful ~- 
(b) quito holpful a (a) negligiblo 


With regard to the statistical and othoy records modo‏ باه 
available as a result of the psychological testing progran,‏ 
has that information been: (Choose ono)‏ 


(a) indispensalt o {c) sonewnat helpful. 


Û $9 ae 


(b) quite holpfui (3) nopiigiblo 





۲ tdt 


25Ro With regard to the staffing of psychologists for courzclling 
purposes; would it holp/havo helped bo have additional psycho» 
Logists designated spocifically for this purpose? 

XES | NO 


artc qoot mnes WETTER‏ 2 مه 





25Ro In general, with regará to yovr cadota, what degreo of 
correlation have you found botweon ind cated characteristics 
ond tendencies of the initial. psychological tests md sube 
sequent cadet performance? (Choose one) | 


te yê, 


36 105 205 305 ترما‎ 20% 602 ፲0# 805 905 100% 


27R. Through the Company Ofíicor Program much moro portinent 
Infomation regarding cach cadet ûs now avallallle, As a 

Company Officer you have had the responsibility not only to 
assist in tho accumulation of much of this data but also to 
compile it, summarize it, and present it by porsonal appoarance 
before the Executive Board, Your opinions were frequently 
solicitedo In your: exporióneo, tes it your impression that your 
cojnions wove woightod: (Choose: One or more may be applicable) 


(2) heavier than the record 


_ (b) equally with tho record 
(c) Less heavily than the record 


(choices aro continuod on tho next pare) 
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us PJ P 
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IDAS 


له 
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a (ed) considercd your oninion but not the record 
nocossarily | 
.. . ke) considered the reeord out not your opinion 
٩۸ ap 
E pecagionaliy (O J s So م م ل‎ ስሳ) ነነ J ا‎ 
(5! often considorcd neithor as being pertinent 





28R. Strictly in terms of tho yj 83.00, the idoal tour Jongth 
for a Company Oiricor u be: (Ghoosa one) 


EE 3 Ves li Yes 5 Yrs 


ወ-ሙጣ ሥጐዶ -- ነኖጭ ፥ وو جيم مج وج‎ 


498... ጀሯር ዚ the personsl viewpoint, thô ideal tour longih for 
Company Officer should be: 


| t . ጭጭ هم‎ 
d v ac 2 Yrsg 3 Tog iy Xva i ERG EE E 


DOR, Were you a cadet undor ho Company Officer system? 


۱ ٩ U O 





3l. What experíencos in You? bade ground bost fitted you for 
tho vole of a Canpany Officer? 


Soho 88 0 Ban m. d a jou 130 0 wich any prof Less Sion. i 
cifficulties or frustrations (nes personal.) “that ma ay havo 
hindered your missicn? If XLS, please elaborate o 


YES 1 


30H. Assıming vhat officors voro adsicnod to the Acodcwy not 
know.ng beforenend which dcpariwiscns thy, would be assigned to, 
nd given e required choice berwoen accepting an ê ag 
élvhor Company Officer or as an Instructor, which would you 
choose ? 

COPAY OFFICER | "TS . 4ክህ5፲ቪህር፲ርጂ 


WEY 7 
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ES 4 
and Bê 
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0 ۸ ۰ | 
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HOR, Do you have eny other comments? 
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QUESTIONNAIRE = Cadets Presently at the Academy 


Please respondrto these questions on the basis of your experience with 
Company Officers in general. Be as frank as possible in answering this 
questionnaire, but please DO NOT INDICATE your name or Company. 

DO INDICATE YOUR CLASS. 


U. S. Coast Guard Academy Class of 7 


l. From your personal experience, rate the following types of contacts 
with your Company Officer in order of frequency. (1 through 6; 1 being 
most frequent, 6 = the least frequent) 

CONDUCT 

ADAPTADILITY 

ACADEMICS 


ADMINISTRATIVE (i.e. requisitions, special 
| requests, etc,) 


PERSONAL MATTERS 
COMPANY AND VARSITY ATHLETICS 


2. Who initiates most of your contacts with the Company Officer? 


YOU YOUR COMPANY OFFICER 


3. From your experience, indicate the order of emphasis you feel the 
Company Officers place on the following. Rate 1 through 6; 1 being 
the most important. 


ACADEMIC INTERVIEWS 


PROCESSING REQUISITIONS, SPECIAL LIBERTY, PAPERS, 
OTHER SPECIAL REQUESTS 


ENFORCEMENT OF DISCIPLINE 
ADAPTABILITY INTERVIEWS 
DIRECTION OF COMPANY ACTIVITIES 
CONDUCT INTERVIEWS | 


4. In his-interviews in the following areas, do you think or feel 
that the Company Officer understands both sides of the questions? 


ACADEMICS 
CONDUCT 
ADAPTABILITY 


||| ፪ 


||| 5 
e 
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00 Indicato your opinion of ia Company Officer in ho 
Following areas 
YES NO 


(12) Follows cadet chain of eccmmend 


fire Srt) ara. wies 
(13) —Allows cadet ofílcaras frooden An 
dI rot Lon Oka CO ny Aay LeO E me 
e ` . ጫ . ቀቁ 5 ጣ 
Ci.) Offers constrictive cxitisisn in 
Loadership prosoduros. — | —— 
f ^ 3 ላ s D 
(15) Shows intorest In ansisting and 
Jmproving cadet Loudorsnip. — ee 


OR, Do you feel that Genpany Officeswe are sufficiently 9 
selected to best Sgorvo the on ordaig or tuno Division mission? 
(Cadet Administration Division; 


LOSE aa NO 


SR, din you opinion, ars theo nay organizational structure 


)። 
58 


wealmessos SE CCDS ICC ONÎ com? 


XLS NO 


CF Dor ml rt کد ا و کرک‎ 


LC 220536» 5« (ጅ3.6886 6፲856፻፲ልኸ6) . * 


SUC CMT OOO TOD l0 eee Oi DONE: Le ‘ial features a? che 
Compony Officer systou? 


L2Ro Ag a cadet, do you cousider the billet of Company Offic 

to be (MORE LESS ONT CI Ae eet, bo che Academy 
mission rolativo to obhor billets at the Acadomy occupica by an 
ALICE O, | ኮሙ ገሮም 


HORE ' {NSS EQUAILY 


c: Fe ሆ ዋና የን› ሠ tm u Seege P ter nn 


Rolo What would you consider to he the jdeal caroer background 
for a potontial Company Orie :072 
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38, Aa of now, do you intord to make the Service your 


cerecr? 
D ort EE ZECHES )]RODAPLX iO ê Eê 


Ce. Snovld the Regiuental Commander or any membor of bis 


steil? reporo dircctiy vo any ox the Company Oíficers im any’ 


capacity. 
yrs 110 


a id cl د اک را و‎ Ary 


IP ZS, please specify: 


h0. Do you have any othor comments Y 


| 


| 
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QUESTIONNAIRE- Officers Trained Under the Company Officer System 


w 
î 


ግ > ry 


፲ or do you conceive of the role of a Company Officer (ieee cormend 


+ O 


of a cadet conpeny, discipiinorion, codot cóvisov, coungelof, a con 
ሶ 
Daned Tunction, otce? )? | 


Now do you concoive of tho Company Officor systen as a contributor 


TI 


© 
T t * ^ Bi ا‎ M a 

to the overall mission of the Acadenv? iio 6ኋ ሟኒ3 tieren“ is this role 
ዶቅ ዴ — o Së + . ° w s « ን አመራው a * ` 
1۵2 Go tua à of any others ACCT OTC anne? or divigiona 

"»- A ۰ ¬ P ge m ና ሸሙ 
Rê ea nne af relativeiy equal rank loros; 

Af ۰ 


û. (a) To wict desrec does tho Company Officer system mission o¢ccon-= 
Diisbzonv dopond on the support from other Aeadony depnrtnuonts?  Ploaso 
elnborate, 


(b) To what desree does other depertitont missicna depend upon the 
suppers of the Cadet Sdninistration Division? 


cr 


ide of the 


«9 Im your oxperience, did yeu find thot ጳዕይብ16ሟ7 staff oubsi 
Cadet Administration Division had on adequate anprociotion of the role 


or uo Company Officer? 
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To Do officers ie geg each the 5ፈ336% of Corpany Ofíicar at the 
proper stege of thoir careers? iz not, how would you nodify it? 


j 


do ict would you consider the ¿dos car cor baclisrouna for a Company 
Officer prior to agsjmnens to this viliot? 


y FA^ 
አዚ, መ 


E — E ME ۲ 

Do in your cpiniony are there any organizatvionsi structure venlinesgos 
za tho Company Officer system? Picase ciabornte if your response is 
ax Pirmatives 


10. What do you considar to be the most vccoticial fonturos of tho 
“a, 
Company Officer systen? | ` 


9 


mica of these is the 


49. Ds you heave any other ۵ 
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pas 


15, Of the features indicated in #10. above, wir 
most cubstanding contribution? 





QUESTIONNAIREe Officers not trained under the Company Officer system 





* 
= ና ኣቂ ጌ AR, — ን * ፓዊ ታ ES ware ዝ = 
i» ow do you comecive Of Vid Pole Of tie Lan Gr — m tiros 
bé Se ۰ R a 4 r e ور م-‎ . ^ Ee? ۰ ar ውጫ اوسا‎ fa^ f ሆ 4 1 መዲ 
ቲፕ ሳሮ codos coU prs E መ. م‎ E EE EE 


a መር 331301 Pfanetion perhaps. ..0d3.)7 


Doce cO yu conceive of the company ا‎ aya 


to tho overeil Acecory mission? ov gà7nificoni i: 
to that of other billets at the Acadciuy of LE wails? 


f = ` * 
ከ ነሮ whet Cerec docs bhe Ton: a CCE systen mission 


OCHO ort spent, depend upon gupperi from cwvhor Acacerny denorimenta? 
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Jie How do you view Thea "dual chain of command"? (1.8. (1) 
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OUSSTIONSHAIRS “ Hab 1 عدن‎ Program 


E Fe Venema mr ¡TZ — CAPTA AU IRA we eT AA DAY ee N° "O! VENE RATTAN مجم‎ ve dorso 


(Distributed to Past & Present Commandants of Cadets) 


lo How do you conceive of the ¿Gsel role of the Conpany 
Of2icop?7 | 


¿Go For the following dutios oz» The Company Offlceer- picaso 
Indicate the order in union ouphasis should be piacod, {1 moans 
maximum emphasis O to noon miz inva emphasis) 


Guidence and counsolling of individual cadots ~ & > 
Leadership training activi ties m Sû 
Inforcement of discipline | - 
Suinistrative wovk (includes rocora kecp! nc, VPO 

i of required reporta. processing of requise 

itiong au special poquesus, lonvo papora, eto 5 
Stalf vork (includes steff conferences and spocíal 
assipmments of tho Commandant of Gadots) 
Coliateral duties (in snà out of tho Division) mnc 


26, Do you fool that wae Canpany Officoris qdutics as a 
disciplinarian'and Gë Gin conlliet, aud thereby aecrcase 
effectiveness ln vhorso tuo arcas: YES NO 


COTENT (?)3 
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OLE icer Program relativo to “ne voles of ovhor Acadery dopaxrtmenta 
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¿Ro Ilow sipgniflcono vo tho Academy mission is the billet of tho 
Company Office» relative To ctne î8 pyillois at the Acadany? 


HORE EQUALLY | LESS me 


Sars Pere sew wal ro Tumor me % 
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28. fa) To mat degrees does tho Ca apan ores. cer Systemis mission 
aceomplisimont depend upon support from other Academy deparaicnts? 
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386 (b) To what degroo do. other Academy departments deponá * 
upon support from the Cadet Adminis tration Division, and. 
particularly with regard to tne Company Ofticers? 


Ro In your experionce, Gid you. find that Academy statf persound 
in departaents other than the Cadot Administration Division bad an 
adeguate approciation ox; 


Xl NO 
(a) the volo, dutics and mission 
oi the Commandant of Cadets? s an 
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(c) tho role, duties ard migsion . _ 
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{Ro Do officers reach. tho billet of Coupany Officer at the proper 
stage in their careers? 


~ 


YES | i 31) 


armas 





rs 
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the Cadet Administration Division? 
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SR. Do you feal that tne Reaücey organisation ehari eccuratsiy 
reflecus the authority end ;niluoneeo celineation in the Academy 
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orranizea on? 
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cine She Conpauy Officer Program — now boon dn effecs abou 
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conduetod & study of the syatone In part be concluded that as of 
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acceptance" within tho Cadet Corps. Woula you say thet os of mow 
ov at the conclusion of your tour (please: indicato year), Thai 
this conclusion still bolds bruc? IL not, how would you modify iv? 
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structure for the staff of tho Cadet Acainiotration Division? 
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ut, With regard to tne ass sistance of the Aca adeny start psy- 
chologist Lor counselling puxposes;  wovld you sey that this 
sssistance is: (Choose ono) 


A ا‎ indispensable 

ET quite holprul 

E (6) somewhat holpful f 
a (41) negligibla 


2hRo As regards to statistical records mado available through the 
Eo logíicsA testing program: has that infomation been:z (Choose 
cne 
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¿indispensal ¢ 
guita helpful 
gonewne,t noipiul 
negilgibile 
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25Ro With rogard to the staffing o: 527: mologists Loe cours elling 
purposes 3 would it help to have eddiívtional sto ae psychologists cr 
officers trained i raally tn counsollins and Interview procedures 
designated specificaily for this purpose? 

u ed U E 
26R, In general, what degree of correlation have you found betweon 
indicascod characteristics and دیق منت‎ of bchavicr in the psychological 
tests ond subsequent cadet performance? (Circle one} 
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(Appendix F. — Sponsor's letter of authorization) 


Commandant of Cadets 
United States Coast Guard Academy 
New London, Connecticut 





ር 
1531 
11 January 1965 


Lieutenant James J. Rooney 
111 Malloway Lane 
Monterey, California 


Dear Lieutenant Rooney: 


In reply to your letter request of 4 January 1965, this is to advise 
you that as the Commandant of Cadets of the U. S. Coast Guard 
Academy, I approve of your writing a research paper on the Company 
Officer System at the United States Coast Guard Academy. 


‘Commander High and I have discussed your request and have several 
ideas which we thought might be beneficial to you on this project. 
I will discuss them with you when you call on the 14th of January. 


A research paper on the Company Officer System may prove very useful 
` at the United States Coast Guard Academy and you have the support 
of the Cadet Administration Division. You may present this letter 
to the Management Department of your school as evidence of my approval 
of this project. 


All the members of the Cadet Administration Division send their best 
wishes. i 


S ncerely yours, 





| - دا 
Captain, ህ. S. Coast Guar —‏ 
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